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EXECUTIVE  SUMMARI 


This  13  th«  fourth  quartorly  report  of  WRAIR  research 
evaluating  the  huoan  dlaeasioos  of  the  Unit  Manning  Systen  (UMS) 
and  the  light  infantry  division  conoept.  This  report 

Qoooentrates  almost  exoluslvely  on  battalion  rotation  and  unit 
replaoeoent  issues  pertaining  to  the  OMS.  Chapter  I  provides  the 
baolcground  for  this  research,  and  sketches  the  six  related  but 
distinot  areas  of  researoh  activity  in  the  WRAIH  effort. 
Chapters  ZI  through  71  provide  detailed  analyses  and 
recomae  ndations . 

The  COHORT  concept  works.  Both  survey  and  interview  data  at 
two  points  in  time  continue  to  show  small  but  consistent 
differences  in  horizontal  cohesion  in  favor  of  COHORT  units. 
This  finding  is  not  remarkable;  it  simply  confirms  what  all 
experienced  commanders  already  know:  the  longer  soldiers  train 

together  the  better  they  know  one  another,  and  the  better  they 
perform. 


Remarkable  is  the  persistence  of  these  differences  despite 
almost  every  type  of  organisational  chaos  the  Army  could  throw  at 
COHORT  units.  COHORT  units  rotated  between  Europe  and  CONUS,  and 
remained  better  beaded  than  nonCOKCRT  units.  COHORT  units 
endured  pronounced  leader  turbulence,  and  remained  better 
bonded.  COHORT  units  took  up  new  equipment  or  resumed  using  old 
equipment,  yet  remained  better  bonded.  COHORT  units  lived  with 
oonflicting  information,  rumors,  resentments  (usually  by  their 
NCOS),  and  local  disregard  of  the  DA  personn-el  policies,  and 
remained  better  bonded.  The  enhanced  horizontal  bonding  in 
COHORT  units  is  remarkable  because  it  endures  despite  events  and 
actions  most  likely  to  undermine  it.  Because  it  is  robu3t--in 
view  of  the  countervailing  forces  — the  mere  presence  of 
differences  favoring  COHORT  is  all  the  more  impressive. 


In  the  rotation  experience  the  Army  also  found  a  second  way 
to  create  higher  levels  of  horizontal  oohesion.  Tna  USAREUR 
battalions  (and  one  CONUS  battalion)  simply  had  their  personnel 
stabilized  with  the  expectation  thsy  would  serve  together  for 
some  period  of  time  after  return  to  CONUS.  Even  these  stabilized 
units  showed  levels  of  horizontal  cohesion  comparable  with  OSUT 
trained  and  stabilized  units. 

Why  this  happened  remains  a  puzzle.  If  the  task  of  creating 
cohesive  units  were  as  simple  as  pronounoiag  them  stabilized,  the 
Army  would  have  solved  the  cohesion  problem  long  ago.  One 
possible  explanation  is  that  these  units  had  definite  tasks  that 
were  important,  meaningful,  motivating  and  which  required  well 
organized  Leadership.  They  continued  training,  then  readied  and 
turned  in  all  equipment,  then  rotated  between  OCONUS  and  CONUS. 
The  tasKS,  tnerelore,  allowed  these  units  to  overcome  the  leader 
and  information  turbulence  experienced  by  OSUT  trained  COHORT 
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unltj.  Without  a  deaanhiog  niaalon  Ilka  aquipmant  modarnization 
or  rotatloa,  almpla  stabilization  oay  not  hava  had  the  obaarvad 
affaot . 

This  la  not  tha  whola  atory,  however.  Qbaarvatlona  and 
iatarviawa  indicate  that  work  Life  in  these  units  was 
qualitativaly  diffaraat  following  stabilization.  Apparently  tha 
azpaotation  of  continued  service  with  the  same  people  peroittad 
tha  exchange  of  aquipoaat  and  axpartiaa  across  platoons  and 
companies  in  more  ways  and  with  greater  frequency  than  before 
stabilization  was  announced.  Whatavar  the  reason,  the  experience 
of  the  stabilized  units  calls  into  question  whether  OSCT  training 
is  necessary  for  improving  horizontal  cohesion  in  Army  units. 

Battalion  rotation  was  successful.  Extensive  interview  and 
observational  data  confirm  that  the  Army  can  rotate  battalions 
with  few  untoward  affects  on  soldiers,  their  families,  or 
communities.  Two  major  lessons  emerge  from  the  battalion 
rotation  experiment. 

The  first  is  tha  inability  of  the  Army  to  learn  from  such 
axpariances.  Each  unit  and  community  faced  the  rotation  problem 
alone,  as  if  they  were  the  only  unit  rotating,  and  as  if  the  Army 
had  never  attempted  anything  like  it  before.  Consequently,  some 
of  tha  same  mistakes  made  in  the  earlier  company  rotations  were 
repeated  in  the  battalion  rotations.  Tha  Army  is  not  through 
with  battalion  sized  rotations;  a  number  -of  Apache  helicopter 
battalions  will  eventually  rotate  to  Europe.  They,  too,  will  no 
doubt  also  start  from  scratch,  -unmindful  that  many  problems  have 
already  been  addressed  a.nd  solved. 

The  second  lesson  learned  is  that  a  rotation  is  a  peacetime, 
unit,  permanent  change-of-statlon  move.  It  Is  not  a 
deployment.  This  distinction  is  important  because  the  planning 
and  operational  tasks  involved  in  moving  a  large  group  of 
soldiers  and  their  families  requires  an  enormous  amount  of  time 
and  energy  spread  over  a  prolonged  period  of  tine.  It  is  the 
distinction  between  "taking  a  trip"  and  "moving." 

Without  the  additional  staff  resources  necessary  to 
accomplish  the  move,  the  units  participating  in  the  rotation  were 
forced  to  devote  staff  time  and  energy  to  this  task,  often  at 
cost  to  their  operational  and  training  duties.  In  most  oases  the 
primary  burden  fell  on  the  battalion  executive  officers.  Their 
performances  were  outstanding  but  the  costs  were  high  (i.e.,  the 
disruption  of  their  normal  duties  and  the  personal  stress  they 
experienced  in  trying  to  manage  two  full-time  jobs). 

In  addition,  some  senior  officers  and  staff  planners  lost 
sight  of  the  fact  that,  unlike  a  deployed  unit,  a  rotating  unit 
must  have  sufficient  time  to  settle-in  after  its  arrival  and 
before  it  uadertakos  ai«Jor  training  activities.  For  the  sake  of 
gaining  a  few  additional  days  of  post-rotation  field  training, 
some  units  placed  their  unsettled  soldiers  and  families  In  very 


strassful  situations.  07«r  th«  coursa  of  the  pravious  company 
COHORT  rotations  to  OSAREUR,  wa  learnad  that  thosa  units  which 
took  adaquata  tima  to  rasattia  familias  aftar  tha  rotation 
ganarally  outparforoed  thosa  units  that  rushed  into  training 
actlTitias.  Wa  axpaat  to  saa  tha  same  findings  replioatad  hara.. 

Tha  most  worrisome  policy  implication  of  this  report  lias  in 
tha  unit  raplacamant  data.  Intarviews  and  observations  raveal 
vary  little  appreciation  by  battalion  coomandars  and  their  sanicr 
staff  and  no  appreciation  on  tha  part  of  first  sergeants  and 
company  commanders  and  other  small  unit  cadre  regarding  tha 
importance  of  capitalizing  on  buddy  knowladge  to  enhance  unit 
cohesion.  Many  of  these  leaders  seam  oblivious  to  the 
possibilities  of  cross-leveling  within  companies  to  create  places 
for  raplacamant  packets.  Given  their  druthers,  they  prefer  to 
fill  spaces  in  total  disregard  of  faces.  Unless  this  mindset  is 
changed,  the  whole  UM2  experience  will  melt  back  into  the 
individual  replacement  system  it  was  designed  to  eliminate. 

Changing  personnel  practices  at  battalion  and  company  levels 
will  not  be  easy.  The  U.S.  Army  has  operated  on  an  individual 
replacement  model  since  19^7;  few  company  grade  officers  or  NCOs 
Imagine  doing  business  any  other  way.  It  is  one  thing  to  raise 
and  deploy  COHORT  companies  and  battalions  which  can  be  dene  aa  a 
matter  of  policy.  It  is  something  else  to  teach  small  unit 
commanders  how  to  use  intact  replacement  packets.  Pdlicy  and 
prohcuncements  have  little  effect  this  low  in  the  Army 
organization  where  COHORT  policy  is  presently  circumvented  with 
cynical  disregard. 

In  summary,  the  existing  data  from  tha  WRAIR  evaluation  of 
tha  human  dimensions  of  the  UMS  lend  strong  support  to  three 
conclusions : 

( 1 )  The  Army  can  create  battalions  that  exhibit  enhanced 
horizontal  cohesion  either  by  establishing  companies  with  OSUT 
trained  soldiers  cr  by  stabilizing  personnel  and  giving  them 
challenging,  real  missions. 

(2)  The  Army  can  rotate  battalions  without  destroying 
horizontal  cohesion,  and  in  the  process  by  stabilizing  cadre 
the  Army  can  enhance  performance  across  companies  and  staff 
a  actions . 

(3)  The  Whole  UMS  experiment  la  in  Jeopardy  if  battalion  and 
company  commanders  cannot  capitalize  on  the  cohesion  potential 
of  replacement  packets  of  soldiers  who  already  know  one  another 
when  they  arrive  at  the  company  or  battery. 
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Chapter  I 

Background  and  Overview 


LTC  Carry  H.  Ingrahan,  Ph.D. 
and 

LTC  Jaaes  A.  Martin,  Ph.D. 


Background 


la  19B1  tb«  O.S.  Aray  instlCutad  ttia  New  Manning  System 
(NMS)  tad  la  19S6  renamed  this  program  The  Balt  Mtaning  System 
(OMS).  The  ipriatry  objective  of  this  program  was  to  enhance 
potential  combat  effectiveness  through  the  reduction  of  personnel 
turbulence.  By  creating  acre  stable  units,  the  Army  hoped  to: 
(1)  enhance  unit  training,  (2)  reduoe  the  potential  for  stress- 
related  l.-aakdown  ia  combat  by  promoting  interpersonal  bonding 
among  soldiers  as  well  as  between  soldiers  and  their  leaders,  (3) 
increase  the  soldier's  identification  with  his  unit  and  his 
commitment  to  the  unit's  mission,  and  (4)  develop  a  greater  sense 
of  esprit  de  corps  among  unit  members  and  unit  families. 

The  original  NMS  program  was  composed  of  two  independent 
sub-systems:  the  O.S.  Army  Regimental  System  and  the  COHORT 
(Cohesion,  Operational  Readiness,  and  Training)  Unit  Movement 
System.  URAlR's  research  activities  target  on  the  COHORT  Unit 
Movement  System  and  this  report  focuses  on  the  human  dimensions 
associated  with  the  implementation  of  the  COHORT  system. 


The  COHORT  f ni t  Mo veaent  S vstem 

The  COHORT  unit  movement  system  was  designed  to  keep 
soldiers  and  their  leaders  together  in  the  same  units  for 
extended  periods  of  time.  First  term  soldiers,  who  bad  their 
initial  Army  training  experience  as  a  groupt  called  One  Station 
Unit  Training  (or  OSUT),  were  matched  with  'a  cadre  of  officers 
and  NCOS  to  form  a  new  company  sized  unit  at  a  FORSCOM 
installation.  These  COHORT  units  had  a  three-year  life  cycle 
geared  to  the  first-term  soldier's  enlistment.  In  the  majority 
of  cases,  these  units  were  deployed  OCONOS  for  a  part  of  the 
unit's  life  cycle  (18  months  17SARSUR  or  i?  aontbs  Corea). 

\ 

In  FT85  HQDA  reorganized  e  number  of  combat  battalions  under 
the  COHORT  Onit  Movement  System.  This  was  a  planned  extension  of 
Che  original  NMS  program.  Eight  battalions  were  formed  under 
somewhat  modified  COHORT  models  and  these  units  rotated  to  and 
from  USAREUR  during  the  summer  of  1936  (four  units  in  CONOS 
switched  with  four  like-  type  units  in  CSAREOR).  There  are  also 
four  COHORT  battalions  which  were  formed  (with  traditional  COHORT 
companies/batterles )  as  part  of  the  7tb  Infantry  Division 
(Light).  These  battalions  are  not  currently  scheduled  to  rotate 
OCONUS. 


Tha  HqPA  NMS  Refocused  FioLd  Evaluation 


WRAIR  eaientiata  have  had  varloua  degreea  of  Involvuent  in 
the  HQDA  evaluation  of  the  QMS  since  the  beginning  of  this  effort 
in  l9Sl.  These  efforts  are  highlighted  in  the  Movember  1985  Onit 
Manning  Syateo  WRAIR  Teohnioal  Report  #1.  In  1935  HQDA  refooused 
its  evaluation  effort  and  WRAIR  assumed  a  major  role  in  the 
evaluation.  This  role  involves  several  distinct  researoh 
aativitiea:  I 

(1)  Soldier  survey.  WRAIR,  through  TCATA  and  their  3DM  on» 
station  data  oolleetion  agents,  is  conducting  self-administered 
attitudinal  surveys  among  soldiers  of  selected  COHORT  and 
nonCOHORT  battalions  and  companies/batt eries  both  in  CONUS  and 
USAREUR  (five  iterations  over  three  years).  The  primary 
objectives  of  this  effort  are:  (a)  to  develop  reliable  and  valid 
survey  measures  of  cohesion  (the  various  human  dimensions  thought 
to  be  associated  with  unit  combat  readiness  and  individual 
psychological  sustainability  in  combat);  and  (b)  to  compare 
COHORT  and  nonCOHORT  units  on  these  dimensions  of  cohesion  over 
time . 

(2)  Spouse  survey.  In  October  1935,  WRAIR  began  a  panel 
study  of  a  sample  of  wives  of  COHORT  and  nonCOHORT  soldiers. 
This  study  built  on  previous  WRAIR  family  Dnic  res* arch  and 
investigated  the  relationship  between  family  life  and  soldier 
unit  issues.  Data  collection  involves  three  iterations  of  a 
self-administered  mailed  survey  over  an  l3-month  period. 

(3)  Battalion  rotation,  family-unit-community  study.  This 
descriptive  study,  which  began  in  October  1985,  involves  an  in 
depth  look  at  battalion  rotation  planning  and  implementation. 
The  study's  purpose  is  to  describe  the  impact  of  the  rotation 
process  on  unit  members,  their  families,  other  community 
residents,  and  the  community. 

( •* )  Unit  interview^.  In  October  1935,  WRAIR  soiantlsts 
began  a  series  of  unit  visits  designed  to  provide  additional 
qualitative  information  in  support  of  the  COHORT-nonCOHORT 
comparisons.  Three  times  over  an  l3-ir.onth  period,  extensive 
individual  and  group  interviews  were  conducted  with  selected 
battalion  commanders  and  their  staffs,  company/batt  ery 
commanders  and  their  cadre,  and  selected  groups  of  first-term 
soldiers.  These  in  depth  interviews  were  designed  to  enhance  the 
interpretation  of  the  survey  data,  and  to  allow  WRAIR  scientists 
the  opportunity  to  explore  emerging  issues  in  ways  not  possible 
wich  sole  reliance  on  a  structured  survey  instrument. 

(5)  Battalion  reconstitution,  morale  and  cohesion.  Under 
Che  UMS ,  rotating  battalions  have  stabilised  personnel 
assignments  with  augmentations  made  only  at  fixed  intervals, 
"fickauioa"  of  mostly  ftrst-cera  soldiers  will  be  added  to  the 
battalion  at  selected  points;  these  pacStagas  will  be  squads, 
platoons,  and  possibly  companies  of  OSUT  trained  soldiers.  .Many 
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or  chts«  soldlors  will  have  tralaad  tojather  and  will  arrtva  at 
th«  unit  in  oohosiva  groups  with  th«  axpectatloa  of  remaining 
together.  These  groups  nay  be  split  up  to  meet  the  replaoenent 
needs  oT  the  battalion.  At  the  saae  time,,  battalion  members  will 
have  trained  together  for  at  least  18  months,  and  these  units  are 
expeoted  to  be  fairly  cohesive.  The  inplioations  for  morale  and 
cohesion  of  integrating  a  new  soldier  pac^cage  into  an  already 
existing  and  cohesive  group  are  not  known.  This  project  is  to 
desoribe  the  re oonstitution  and  sooialization  process,  and  to 
learn  how  they  affect  morale  and  cohesion. 

(6)  A  study  of  the  7Ch  Infantry  Division  (Light).  An 
associated  DMS  research  effort  is  an  extensive  investigation  of 
the  establiahmea t  of  the  Army's  first  light  infantry  division. 
The  research  activities  at  Fort  Ord  involve:  (a)  an  interview- 
observational  study  over  time  cf  one  COHORT  battalion,  (b)  a 
study  of  leadership  issues  across  a  number  of  COHORT  units,  and 
(c)  a  study  of  family-unit-c immunity  issues  related  to  the 
establishment  and  operation  of  j  light  infantry  division. 


Overview 


The  following  chapters  (II  through  71)  of  this  fourth  NMS 
report  focus  on  battalion  ro.tation  and  unit  replacement  issues. 
In  Chapter  II  LTC  Martin  and  Or.  Marlowe  summarize  interview  and 
observation  data  on  the  process  of  rotating  battalions  to  or  from 
CONUS  with  particular  attention  to  the  perspective  of  soldiers. 

The  information  makes  clear  that  a  peacetime,  u'.it  rotation 
is  very  different  from  a  unit  deployment  and  that  to  adequately 
plan  and  carry  out  a  rotation  requires  additional  staff  resources 
at  the  unit  level  and  the  adoption  of  a  command  mentality  which 
recognizes  the  settling-ia  time  required  by  families  after  any 
permanent  change  of  station  move.  Failure  to  reoognize  these 
issues  resulted  in  overburdening  key  unit  staff,  primarily  the 
battalion  executiv»  officers,  and  it  resulted  in  morale  problems 
when  soldiers  were  forced  to  begin  field  training  before  they  had 
adequately  settled  their  families  in  the  new  arra. 

Martin  and  Marlowe  also  point  out  the  role  that  activities 
like  Force  Modernization  had  in  building  cohesion,  especially  in 
units  that  were  not  built  on  the  bases  of  the  common  first-term 
OSUT  training  experience. 

In  Chapter  III  uTC  Schneider  summarizes  observations  on  the 
rotation  experiences  of  rotating  families  a..d  affected 
communities.  He  points  out  uhe  critical  role  of  companies  la 
both  Information  dissemination  and  in  sponsoring  effective  family 
support  groups.  He  further  notes  that  wives  groups  were  usually 
effective  only  in  rotating  battalions.  As  will  be  apparent  in 
subcoqucr.  t  reports,  wlvss  requireo  a  real  world  task  to 
provide  group  coherence. 
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On  th«  wtiol«,  LTC  Sctin«id9r  rsports  th«  baccallon  rotation 
exparioaot  waa  quite  suocasaful.  Tha  morale  of  rotating  wivea 
remained  tiigb,  and  many  oonaidered  it  their  beat  Army  move.  What 
problems  there  were  focuaed  on  timely  and  aaourate  information 
diaaeoination ,  peroeptiona  of  favored  treatment  in  the  gaining 
oocmunities ,  failure  to  share  plana  among  oommunitiea.  and 
failure  to  ground  family  support  aotiviteo  In  the  oompanies 
rather  than  in  tha  battalion. 

Chapter  17  reprints  a  lengthy  exaxoutive  auoaary  of  a 
comparative  historical  analysis  of  soldier  replacement  policies 
written  by  Major  Cozumpliic,  and  reprinted  he-e  with  his 
permission.  Cozumplik  compared  infantry  rsplacement  ayatema 
among  the  British.  French,  Germans.  Japanese,  and  Americans  over 
the  past  150  years.  He  argues  convincingly  that  individual  vs. 
unit  replacement  is  a  false  dichotomy,  since  both  are  necessary. 
The  crucial  point,  in  his  analysis,  is  the  necessity  of  first 
linking  the  soldier  with  a  large  unit  identity  (like  the 
regiment)  before  worrying  overly  much  about  cohesion  in  the  small 
unit. 

In  Chapter  7  LTC  Schneider  sees  plenty  to  worry  about 
concerning  replacements  in  company  sized  units.  Schnaldsr 
reports  observations  from  a  quasl>exp er iment  of  ins  iing 
replacements  into  cohesive  units  during  a  major  FT)C.  His 
observations  suggest  COHORT  units  can  rapidly  assimilate 
replacements,  Just  like  conventionally  organized  units,  but  that 
small  unit  leaders  paid  little  attention  to  developing  either 
horizontal  or  vertical  cohesion.  He  attributes  the  failure  to 
the  Interchangeable  part  mentality  of  the  American  Army  which 
Kozunplik  dates  from  1917,  to  implicit  rules  proscribing  Informal 
contacts  among  leaders  and  led,  and  to  a  failure  to  recognize  the 
importance  of  small  group  ties  in  building  and  enhancing 
psychological  readiness  for  combat. 

In  Chapter  7i  CPT  Valckus  provides  an  update  of  the  soldier 
survey  of  cohesion  which  now  includes  two  survey  administrations. 
7aitkus  shows  that  COHORT  companies  continue  to  show  significally 
greater  cohesion,  although  the  differences  at  Time  2  were  not  as 
great  as  at  Time  1.  The  interactions  among  comoat  arms  and 
COHUS/OCONUS  preclude  simple  int erpre tat  ions . 

Whan  company  sized  units  were  ranked  on  the  horizurtal 
cohesion  measure  at  both  points  in  time,  only  the  light  infantry 
units  greatly  lowered  their  ranking  vis-a-vis  other  unit  types. 
In  examining  the  total  sample  7aitlcus  found  that  units  which 
declined  sharply  seamed  to  be  marked  by  leaders  perceived  as 
exploitative,  unfair,  incompetent,  and  oblivious  to  soldier  needs 
and  welfare.  To  what  extent  this  explanation  can  be  applied  to 
tha  draniaf.i('  decline  in  light,  infantry  zcoroa  la  tU*  focus  ot  our 
next  report. 
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Abstract 


Battalion  Rotation  was  designed  as  an  effort  to  see  if  the 
enbanoed  erbesion  brought  about  by  stabilizing  soldiers  in  saall 
groups  (l.e<,  froB  sduads,  orews,  and  sections  to  ooapanies  and 
batteries)  oould  te  carried  out  at  the  level  of  a  coabat 
battalion.  Despite  a  number  of  operational  problems,  this  effort 
was  very  suooessful.  The  shared  experiences  of  normal  training, 
Foroe  Modernization  (primarily  equipment  changes),  and  rotation 
all  oontributed  to  enhanced  teamwork  and  interpersonal  bonding 
among  the  soldiers  in  these  units.  What  was  most  impressive  was 
the  teamwork  and  bonding  among  leaders  in  those  battalions  where 
cadre  stability  was  achieved. 

The  battalion  rotation  exercise  demonstrated  that  the  Army 
can  rotate  battalions.  It  also  provided  information  on  what  to 
do  and  what  not  to  do  in  ordor  to  carry  out  such  an  action 
effectively  and  efficiently.  In  this  regard,  we  learned  very 
clearly  that  a  peacetime,  unit  rotation  is  very  different  from  a 
unit  deployment  and  that  to  adequately  plan  and  conduot  a 
rotation  requires  additional  staff  resources  at  the  unit  level 
and  the  adoption  of  a  command  mentality  which  recognizes  that 
families  need  adequate  settlisg-tn  time  after  any  permanent 
change-of'Station  move.  Failure  to  recognize  these  two  issues 
resulted  in  over burdening  key  unit-  staff,  primarily  the  battalion  - 
executive  officer.  Morale  problems  also  developed  in  units  that 
forced  soldiers  to  resume  field  training  before  they  had 
adequately  settled  their  families  in  the  new  area. 

The  most  critical  phase  of  the  Battalion  Rotation  effort  is 
yet  to  come.  This  is  the  reload  phase  that  is  scheduled  to  oocur 
15  to  18  months  after  the  rotation.  -There  is  no  evidence  that 
commanders  have  considered  the  importance  of  using  a  group 
replacement  model  to  accomplish  this  reload.  It  is  clear  that 
the  reload  process  has  the  potential  for  building  onto  or  undoing 
the  positive  COHORT  effects  of  Battalion  Rotation.  In  examining 
the  reload  process,  it  is  critical  that  we  come  to  understand  how 
self  sustaining,  cohesive,  and  high  performance  unit  cultures  gat 
transmitted  and  maintained  as  a  unit  goes  through  the  process  of 
incorporating  new  members.  In  the  long  run,  this  may  be  the  most 
oritical  issue  in  all  of  the  Army’s  Onit  Manning  System 
initiatives. 
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latroduotlon 


Baolcground 

Tha  ob.1eoti79«  Battalion  Rotation  was  dasignod  to  oaptura 
the  benefits  of  building  a  battalion  in  CONtJS  then  "relocating' 
that  unit,  to  ioolude  faaily  aeabers^  on  a  permanent  ohange  of 
station  Bove.  Offioial  planning  for  Battalion  Rotation  began 
with  a  1981  HQOA  Concept  Paper  (New  Manning  Systea  Taok  Force, 
ODCSPCR,  12  June  81,  SAB).  Specifically,  Aonev  B  of  that  Concept 
Paper  described  Battalion  Rotation  as  a  test  effort  to  see  if  the 
enhanced  cohesion  brought  about  by  stabilizing  soldiers  in  ssiall 
groups  (i.e.,  froB  squads,  crews,  and  sections  '.0  eonpaoies  and 
batteries)  could  be  carried  out  at  the  lev^el  of  a  couibat. 
battalion. 

During  the  past  fire  years  other  issues  have  been  added  to 
the  Battalion  . Rotation  agenda,  most  notably  Force  Hodernination 
and  Force  Restructuring  (A.g.,  conversion  to  Ml  Tanks  and  M2IF7a 
and  the  reconfiguration  of  Field  Artillery  batteries  to  the  two 
platoon  concept).  These  arCions  have  had  an  important  impact  on 
the  rotation  process  and  the  desired  cohesion  outooae  sought  in 
the  original  Battalion  Rotation  plan. 

The  rotation  process.  During  1986  four  ooBbat  aras 
battalions  were  rotated  to  OBAREOR  in  exchange  for  four  "sister” 
battalions  that  were  brought  back  to  the  Doited  States.  These 
battalions  (Airborne  Infantry,  Armor,  Field  Artillery  and 
Mechanized  Infantry)  had  appoxioately  fifteen  to  eighteen  aonths 
to  organize  and  to  prepare  for  this  aission.  The  DSARECR  units 
were  COHORTed  by  stabilizing  those  personnel  in  existing  units 
who  were  eligible  to  Bake  a  peraanent  change-of -station  aove  back 
to  the  Doited  States.  Shortages  in  these  units  were  filled  by 
individuals  who  were  levied  froa  CONDS.  The  battalions  in  the 
Dnited  States  were  typically  organized  by  aating  existing  unit 
cadre  with  coBaonly  trained  groups  of  first  tera  soldiers  froQ 
the  CONDS  training  base.  Cadre  shortfalls  in  the  CONDS  units 
were  aade  up  by  assigning  soldiers  froa  other  divisional  and 
installational  assets  and  in  soae  eases  froa  other  CONDS 
locations . 

Previous  COHORT  research.  For  the  past  48  aonths  WRAIR  has 
been  examining  various  aspects  of  the  Army's  Dnit  Manning  System 
(UMS).  Our  attention  has  focused  on  the  creation,  development, 
and  operation  of  COHORT  companies  and  batteries.  WRAiR 
scientists  have  examined  the  various  factors  that  seem  to  promote 
and/or  inhibit  the  development  of  effective  relationships  among 
soldiers  and  the  corresponding  relationships  between  soldiers  and 
their  leaders  at  the  level  of  company  or  battery  and  below. 
Based  on  this  research,  there  is  substantial  evidence  to  suggest 
that  ths  CC.1CRT  sodal  of  k««plag  new  aoldiers  together  after  an 
intense,  commonly  shared,  initial  training  experience  provides 
the  basis  for  hOi  .zontal  bonding  up  through  the  level  of  a 


coapany  or  bactory*  What  la  nob  yet  clear  la  how  the  original 
training  experience  and  the  latter  shared  unit  experiencea  each 
contribute  to  this  bonding  process.  We  also  do  not  know  whether 
the  contributions  are  independent  of  one  another  or  whether  there 
is  soBe  interaotion  effect  present. 

The  original  preniae  that  the  CMS  would  insure  oadre 
stability  and  lead  to  enhanced  vertical  cohesion  was  not 
supported  in  our  earlier  reseafoh.  While  sooe  outstanding  oase 
examples  were  found,  oadre  stabilization  was  often  quite  elusive 
in  coapany  and  battery  sized  COHORT  units.  Our  data  demonstrated 
that  the  OHS  rules,  both  internal  (within  battalions)  and 
external,  were  often  -violated.  Cadre  turbulence  was  as  great  in 
COHORT  units  as  it  was  in  the  units  govarned  by  the  traditional 
Individual  replacement  system.  Among  the  moat  salient  reasons 
for  cadre  instability  were  the  following: 

1.  The  movement  of  NCO'a  and  officera  out  of  the  unit 
pursuant  to  promotion  or  selection  for  promotion. 

2.  The  movement  of  individuals,  supported  by  local 
authority,  on  the  basis  of  a  belief  that  "stabilization" 
would  adversely  affect  the  careers  of  Junior  officera  and 
senior  NCQ's. 

3.  The  relief  for  cause  or  transfer  based  on  performance 
levels  thought  to  be  unacceptable  by  senior  commanders  who 
considered  their  COHORT  units  as  highly  visible  and 
"politically  sensitive"  organizations. 

4.  The  resentment  of  some  MCO's  at  being  "locked  in"  to  a 
rotating  unit  and  the  ability  of  these  individuals  to  effect 
their  own  transfer  despite  the  rules. 

5.  The  "normal"  local  needs  for  shifting  officers  and  NCO'a 
Which  led  commanders  to  the  disregard  UMS  rules. 

WRAiR's  previous  research  suggested  that,  when  achieved, 
cadre  stabilization  could  provide  opportunities  for  enohanced 
vertical  cchesion.  Based  on  the  interview  data,  the  critical 
factor  for  achieving  vertical  cohesion  was  the  good  use  of 
leadership  principles  at  the  platoon  and  company  level.  Such 
leadership  was  most  often  described  by  first  term  soldiers  in 
terms  of  technically  and  tactically  competent  leaders  whose 
efforts  were  focused  on  realistic  and  productive  training.  Good 
leaders  were  described  as  concerned  and  fair.  Soldiers  said  that 
these  leaders  treated  them  with  respect  and  that  they  were 
usually  mindful  cf  their  needs  as  people  and  concerned  about 
their  families.  Baaed  on  soldiers'  deecriptions ,  it  is  clear 
that  the  leaders  they  were  describing  had  demonstrated  a 
willingness  to  lead  inte rantively  rstha.-  Ch*u  from  a  oistance. 
When  we  experienced  negative  soldier  comments  about  their 
leaders,  we  typically  encountered  well  meaning  officers  and  MCOs 
who  were  frequently  undermined  by  their  own  lack  of  training  and 
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IcQOwladgs  of  the  prlaoiplea  of  affective  aaalL  group  lemderablp. 

Oeapite  fladlng  a  number  of  COHORT  uaita  that  were 
oharacterlsed  by  poor  leadarahlp  behavlora,  aoldiera  la  theae 
ualCa  atlll  achieved  higher  levela  of  group  profiolenoy  than  the 
aoldiera  in  the  nonCOHORT  unita  in  our  aaaple.  Where  there  waa 
effective  atabilized  leadarahip,  COHORT  unita  were  typically 
described  by  senior  oommandara  (battalion  and  brigade)  as  among 
the  moat  oombat  ready  units  in  their  respective  divisions. 
COHORT  aoldiera  and  unita  in  our  original  sample  also 
demonstrated  higher  levela  of  cohaalveness  and  greater 
pa/chologieal  readiness  for  combat  than  their  conventional 
countarparta . 

Currant  research 

As  part  of  the  aaaaaament  of  aattalion  Rotation,  WRAIR 
aeientiata  participated  in  the  HQDA  post-rotation  visit  Co  each 
battalion.  Individual  intarviewa  ware  conducted  with  senior 
battalion  staff  membera  and  with  tha  commandsra  and  the  f-irat 
sergeants  of  two  randomly  chosen  lina  companies  or  batteries  in 
each  battalion.  Finally,  small  group  interviews  ware  conducted 
with  cadre  and  first  term  soldiers  in  these  same  units. 

Based  on  our  previous  research  ard  prior  oontaot  with  these 
same  units,  an  effort  was  made  to  exasiae  the  impact  of  the 
rotation  "lifecycle**  on  the  various  human  dimensions  that  are 
thought  to  contribute  to  the  overall  psychological  readiness  of 
these  units  and  to  the  military  and  general  life  satisfaction  of 
the  soldiers  and  their  family  members.  What  WRaXR  has  been  able 
to  observe  has  been  the  process  leading  up  to  the  move,  the  move 
itself,  and  the  Initial  settling  in  period.  It  must  be 
recognized  that  the  original  desired  objective,  cohesion  based  on 
prolonged  stability,  will  only  be  understood  by  continuing  to 
follow  these  same  units  (and  families)  in  their  new  looation. 
The  original  Satalion  Rotation  plan  is  only  at  the  half  way 
point.  These  units  have  been  organized,  stabilized,  and 
rotated.  The  most  important  outcomes  await  our  continued 
observation. 


Findings  to  Date 


An  o very i aw 


It  is  important  to  view  the  Battalion  Rotation  effort  as 
more  than  the  simple  event  of  eight  battalions  (soldiers,  family 
members,  and  assorted  pets)  moving  from  one  side  of  the  Atlantic 
Ocean  to  the  other  side.  lach  unit  went  through  a  unique 
LifecycLa.  They  experienced  a  whole  series  of  events  that  has 
had  an  important  impact  on  individual  unit  members,  on  the 
uuopanies  and  batteries  that  make  up  each  battalion,  on  the 
sister  battalions  of  the  losing  and  gaining  divisions,  and 
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fiaallf  oa  the  allltary  ooofflunltiaa  that  have  both  given  up  and 
gained  these  soldiers  and  their  faallies  as  part  of  the  rotation 
process . 

The  rotation  llfeoyele 

The  unit  formation  process.  Battalion  Rotation  really  began 
in  late  19^34  when  the  soldiers  in  four  C0MU3  and  four  OSAREOR 
battalions  learned  that  t(helr  units  had  been  designated  to 
partlolpate  in  a  major  Arhsy  exercise,  the  moveoent  of  eight 
entire  battalions  as  part  of  a  COMQS-OSAREtJR  sultch.  While  there 
were  RQDA  ground  rules  for  the  personnel  actions  neoessary  to 
fora  each  of  Chase  units  (priaarlly  the  distinction  between  a 
COHORT  fill  in  C0MU2  and  the  assignaent  of  an  individual  fill  in 
USARECR],  there  were  two  situations  that  becaae  especially 
probLeaatic.  Both  involved  the  NCO  cadre  for  these  units. 

One  of  the  COHORT  personnel  guidelines  developed  by  HQOA 
required  career  soldiers  Co  spend  a  MIHIMOM  of  AS  months  with  a 
battalion  before  * becoaing  eligible  for  a  transfer  Co  another 
battalion.  There  are  vary  few  adainistrative  exceptions  to  this 
US  month  requirement.  During  the  period  (typically  2  to  3 
months)  Just  prior  to  Che  official  establishment  date  for  these 
COHORT  Battalions,  a  lot  of  HCOs  attempted  to  leave  the  battalion 
before  they  were  "locked-ln . " 

In  addition,  a  number  of  units  did  not  follow  official  Army 
polioy  in  reassigning  NCOs  and  in  a  number  of  cases  there  were 
dramatic  differences  even  within  the  eompanies/batterles  of  the 
same  battalion.  How  much  inequity  actually  occured  is  impossible 
to  assess  from  the  data  available  to  WRAXR.  However,  the 
perception  of  wide-spread  inequity  was  a  common  theme  in  HCO 
interviews.  During  unit  interviews  it  was  not  unusual  to  hear 
stories  of  how  a  sergeant  in  one  company  was  forced  to  sign  a 
Declaration  Statement  (which  would  bar  him  from  re  enlistment ) 
while  another  NCO  from  the  same  battalion,  if  not  the  same 
company,  was  able  to  transfer  out  of  Che  battalion  "because  he 
knew  someone."  It  is  important  to  note  that  many  NCO’s  who  were 
bitter  about  being  coeroed  into  the  rotation  were  not  objecting 
to  an  overseas  move,  but  rather  were  angry  at  "the  system"  they 
felt  was  treating  them  like  a  draftee  and  not  a  career  soldier. 

According  Co  the  admission  of  some  senior  leaders,  the 
period  prior  to  unit  establishment  also  was  an  opportunity  Co 
dump  their  poor  NCOs.  When  this  occured,  it  was  often  without 
regard  to  the  U8  month  assignment  criteria.  If  the  individuals 
in  question  were  seen  by  their  peers  and  subordinates  as  poor 
performers,  there  was  very  little  concern  expressed  by  other  unit 
members  about  these  actions.  There  were  cases,  however,  where 
the  commander's  view  that  an  NCO  sould  be  dumped  was  not  shared 
and  where  NCOs  and  soldiers  saw  this  as  a  sign  of  inequity  and  as 
a  eon f <  rsac icr.  of  Chair  own  hoipiossness  in  a  system  out  to 
"screw"  soldiers. 
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Oa  Ch6  positive  aiO«,  there  were  uait  leaders  at  both 
battalion  aad  oonpanf  levels  who  used  the  COHORTlng  of  their 
units  and  the  planned  rotation  as  a  "recruitaent”  tool.  These 
leaders  beoaae  personallf  involved  in  talking  to  individual 
soldiers,  and  in  sooe  oases  to  their  faaily  aenbers,  about  the 
advantages  of  reaaining  a  unit  meaber.  Not  only  were  many  of 
these  efforts  successful,  but  the  commander's  public  commitment 
to  the  unit  ofton  had  second  order  Impaot  o-n  other  soldiers  who 
witnessed  this  expression  of  unit  esprit  by  the  commander  and  the 
positive  response  by  a  fellow  soldier. 

The  second  negative  impact  of  unit  formation  was  the 
assignment  of  some  CONDS  based  MCOs  to  the  overseas  battalions 
scheduled  to  rotate  back  to  COKOS.  Apparently,  a  tJSA.REUR 
decision  not  to  causa  a  "dufflebag  drag"  (moving  a  soldier  from 
one  local  unit  to  another)  for  (JSAREUR  soldiers  resulted  in  some 
NCOS  being  assigned  to  OSAREOR  for  periods  of  less  than  months 
(and  in  some  cases  for  periods  less  than  12  months).  Thera 
appeared  to  be  no  other  reason  for  sooe  of  these  abbreviated 
assignments.  Thera  were  some  married  NCOs  who  were  allowed  to 
cone  to  USARSCR  on  an  accompanied  status  even  though  they  would 
not  be  able  to  complete  a  3^  month  tour.  There  ware  other  NCOs 
who  arrived  in  CSAREOR  thinking  that  they  were  there  for  a  3^ 
month  accompanied  tour  only  to  find  out  that  their  families 
(awaiting  in  CCN7E  in  temporary  housing  arrangements)  would  have 
to  be  called  and  told  that  they  oould  net  oome  to  Europe  at 
government  expense.  At  the  extreme,  there  was  at  least  one  NCO 
who  had  sold  his  house  at  a  particular  CONUS  installation  as  part 
of  his  relocation  to  a  (JSAREUH  as.signment,  only  to  arrive  in 
USAREUR  and  be  told  that  he  would  be  returning  to  the  same  CONUS 
installation  in  lass  than  12  months. 

While  the  actual  number  of  career  soldier:  who  experienced 
these  rotation  nightmares  was  small,  the  distribution  was  such 
that  everyone  hoard  about  them  and  the  message  was  olear.  "The 
Army  really  does  not  care  about-  the  career  soldier  or  his 
family."  '  As  in  the  initial  phases  of  company  rotation,  one  of 
the  major  effects  of  these  negative  personnel  activities  was  to 
make  the  term  "CGBORT"  the  symbolic  focus  of  everything  construed 
to  be  bad  with  the  unit. 

Rather  than  being  perceived  as  a  pattern  of  loading, 
sustaining,  and  maintaining  an  Army  unit,  the  term  COHORT  was 
equated  by  some  soldiers  with  "forceable"  reenlistment  and  bonus 
losses,  deprivation  of  schooling,  and  slowed  promotion  for  career 
soldiers.  NCOs  who  experienced  these  concerns  often  communicated 
this  set  of  negative  perceptions  to  the  more  Junior  soldiers  in 
their  units. 

Movement  en  masse  (as  we  described  for  company  rotation) 
amplifies  the  normal  disabtlitles  of  tndividusl  rstatliia.  In 
unit:  where  solders  were  not  Initially  well  informed  (and  kept 
Informed),  unit  members  often  perceived  themselves  as  having  the 
public  status  of  "guinea  pigs,"  subjects  of  an  unohosen 
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•  xp«rlaaQt,  and  rictlas  ot  a  teat  designed  to  ’’demonstrate  that 
the  Army  can  save  a  lot  of  money  through  unit  movement.”  This 
led  many  soldiers  (of  all  ranks)  to  feel  that  they  were  entitled 
to  special  considerations  in  the  course  of  their  move.  These 
feelings  were  often  heightened  by  the  fact  that  the  rotation  was 
Qommonly  seen  and  handled  as  a  special  sat  of  events  with  high 
visibility.  Thus  it  often  generated  great  concern  from  the  upper 
eohelons  of  major  commands  and  the  Army  staff  and  became  the 
focus  of  numerous  TIP  unit  visits. 

Sustainment .  The  central  theme  of  the  period  from  the  unit 
formation  date  until  three  to  six  months  before  rotation  was 
training.  For  the  CQNtJS  units  this  was  the  period  of  preparing 
for  ano  oompleting  the  various  phases  of  the  unit  certification 
process.  In  some  cases  it  meant  participating  in  various  large 
scale  exercises  such  as  Reforgor  or  making  a  trip  to  the  Kational 
Training  Center.  In  other  cases  various  constraints  in  training 
resources  made  it  necessary  for  commanders  to  attempt  to  develop 
unit  level  performance  in  the  absence  of  these  kindii  of  training 
opportunities. 

In  two  of  the  four  CONUS  battalions  this  was  also  a  period 
of  relative  personnel  scablltty  which  provided  the  opportunity 
for  the  development  of  both  horizontal  and  vertical  relationshi-ps 
within  the  companies  and  batteries  and  a  ”battalion” 
identification  among  unit  members.  The  other  two  CONUS, 
battalions  'continued  to  experience  significant  amounts  of  both 
external  and  internal  personnel  turbulence  during  the  sustainment 
period,  particularly  cadre  turbulence. 

For  the  four  USARCUR  battalions  the  sustainment  period  was 
heavily  oriented  toward  company/battery  and  battalion  field 
trainihg.  Thus  these  soldiers  experienced  a  largo  amount  of 
field  time.  For  two  of  the  battalions,  the  latter  part  of  this 
period  focused  on  mod ernization  during  which  they  spent 
considerable  hours,  days,  and  weeks  getting  their  old  equipment 
ready  for  turn-in.  The  reward  (although  for  some  soldiers  it 
scarcely  occured)  was  the  opportunity  to  field  test  the  new 
equipment.  The  double-edged  sword  was  the  fact  that  these 
soldiers  'Knew  that  when  they  rotated  back  to  the  United  States 
they  would  give  up  their  new  (state  of  ths  art)  equipment  for 
equipment  that  had  been  in  the  Army's  inventory  for  a  long 
time.  As  one  soldier  described  It,  "I  wili  go  from  a  new  Vraos- 
Am  to  a  boatt-up  57  Chevy." 

The  actual  rotation.  About  three  months  before  the  rotation 
period,  the  move  become  a  reality  to  most  soldiers.  Before  that 
time  the  battalion  staffs,  and  to  a  lessor  degree  the  senior 
company/ bait ery  cadre,  were  already  caught  up  (or  better 
described  as  tied  down)  in  all  the  nitty-gritty  planning  that 
went  into  the  clearing  and  movement  arransements  fo.-  tula 
operation.  Except  for  attending  some  meetings  and  filling  out 
Lots  of  pape;-vork,  the  reality  of  moving  occurred  to  the  soldier 
When  training  stopped  and  life  began  to  canter  around  cleaning, 


lav«ntor7i  &n<l  mors  olaaning.  Wblls  most  soldiers  reported  that 
it  was  alee  to  gat  a  break  from  field  training,  the  aotual  period 
of  standing  down  and  the  duties  involved  were  extremely  boring. 

Considering  the  size  of  the  operation  and  the  number  of 
things  that  oould  have  gone  wrong,  most  of  the  soldiers  and 
family  members  who  traveled  to  or  from  CSAHEOR  reported  that  they 
had  the  best  move  of  their  oareers  (although  we  must  raoogniza 
that  for  many  of  the  first-term  soldiers  this  was  their  only  real 
move).  Individuals  who  had  experienced  a  prior  military  move  as 
an  individual  or  as  an  individual  family,  were  generally  very 
pleased  by  the  move  itself.  There  ware  numerous  stories  told  of 
unit  members  of  various  ranks  (and  their  families)  helping  one 
another  during  the  movement  process  and  during  the  periods 
immediately  before  and  after  the  trip.  In  many  oases  the  trip 
itself  became  another  shared  experience  that  helped  to  build 
bonds  among  individuals  (and  family  members),  espeoially 
individuals  (and  families)  representing  different  ranks. 

If  there  were  any  "favored"  approach  for  the  actual  move  (as 
it  pertained  to  those  cooing  back  to  COMCS),  families  seemed  to 
prefer  the  plan  that  brought  everyone  hack  to  the  new  location  as 
a  group,  helped  people  get  settled  and  then  allowed  individuals 
to  take  leave.  This  was  in  contrast  to  the  method  where  everyone 
went  on  leave  as  soon  as  they  arrived  at  the  East  Coast  (Port  of 
Entry),  then  traveled  to  the  new  location  on  their  own.  Thotr 
preference  was  generally  expressed  in  terms  of  having  aufficient 
time  to  get  settled  in  at  the  new  location  before  duty 
requirements  began. 

it  this  point,  it  is  important  to  stress  the  distinction 
between  deployment  and  rotation.  It  is  reasonable  to  expeot  a 
deployed  unit  to  be  ready  to  move  into  an  operational  mode 
immediately  upon  arrival  at  its  deployment  site.  These 
battalions  were  not  deployed.  Their  rotation  was  a  peacetime, 
group,  permanent  change  of  station  move.  The  only  operational 
expectation  reasonable  for  those  rotating  units  was  the 
assumption  that  it  would  take  less  time  to  settle  a  group  than  it 
would  to  settle  this  same  number  of  individuals  if  they  had 
arrived  on  their  own  from  a  host  of  separate  locations.  It  is 
clear,  especially  in  at  least  one  of  the  (JSAREUR  locations,  that 
unrealistic  operational  expectatio.ns  were  present  Ind  that  these 
expectations  created  an  unnessary  hardsnip  on  families  and  had  a 
negative  effect  on  unit  morale. 

The  settliny-ln  process.  WHAIR’s  follow-up  contact  with 
these  soldiers  and  families  occurred  Just  after  the  actual 
rotation.  For  this  reason,  it  is  only  possible  to  speculate 
about  the  settling-in  process  and  the  future.  Rased  on  the 
generally  positive  moves  and  our  initial  observations  of 
individual  and  group  behavior,  we  expect  that  most  of  these  units 
and  their  individual  soldiers  and  family  members  will  dc  vs.-y 
well  in  their  new  communities. 
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Two  oboervationa  support  our  optiaisa.  First,  evory  unit 
(at  both  battalion  and  company  levels)  began  life  at  their  new 
site  by  moving  things  around,  painting,  putting  up  partitions 
etc.,  all  in  the  name  of  making  the  new  location  "their  own." 
While  soldiers  (and  some  leaders)  typically  ooaplained  that  the 
buildings  they  reoeived  were  "trash"  and  needed  lots  of  repair 
and  cleaning  up,  in  most  cases  the  facilities  were  generally 
similar  to  what  they  had  given  up.  The  fuss  they  made  and  all 
their  "fixing  up"  activity  seemed  to  be  related  to  the 
psychological  process  of  protesting  their  perceived  loss  and 
recreating  their  old  existance  at  the  new  location.  These  are 
normal,  expected,  and  quite  appropriate  behaviors. 

The  second  positive  observation  was  the  common  command 
rocognitloc  of  the  importance  of  initiating  field  training 
activities  once  the  resettling  had  taken  place.  The  time 
required  Co  resettle  families  was  typically  governed  by  the 
availability  of  housing  at  the  individual  locations.  Host 
soldiers  were  actively  looking  forward  to  the  opportunity  to 
return  to  field  training.  This  was  true  even  in  units  that  had 
returned  from  (J3ARS0R  having  given  up  new  vehicles  for  equipment 
that  was  either  of  an  alder  vintage  and/or  had  seen  considerable 
use  and  required  substantial  maintenance. 

1  source  of  hostility.  Like  previous  company  and  battatlon 
rotations  WRAIR  has  studied,  the  rotation  to  USARSQR  was  the  most 
likely  site  for  units  to  experience  problems  in  their 
relationships  with  the  wider  communities  in  which  they  had 
settled.  This  seems  Co  be  the  result  of  the  phys-ically  smaller 
communities  in  U3ARCCTR,  and  the  greater  social  and  psychological 
impact  that  result  from  the  arrival  of  an  entire  unit.  Thus,  any 
and  ail  problems  and  any  negative  incidents  that  occurred  were 
used  by  the  receiving  community  to  characterize  the  entire 
battalion  rather  than  being  attributed  solely  to  the  subsectioa 
or  individuals  involved. 

In  asARgUR  the  core  of  community  hosltillty  also  often 

centered  (as  in  the  past)  on  the  issue  of  perceived  "special 

treatment,"  primarily  the  allocation  of  military  housing.  For 
example,  the  allocation  of  blocs  of  housing  (of  a  ona»to-one 
housing  unit  exchange  between  the  CONUS  and  OCOMUS  rotating 
units)  was  seen  as  unfair  and  as  a  violation  of  the  "normal 

queuing  rules"(  e.g.,  time  in  country  on  the  local  list).  In 
this  situation  rotation  was  not  seen  by  members  of  the  community 
as  an  exchange  of  units  with  all  of  their  appended  equipment, 
e nuicleme nts ,  and  facilities  but  rather  it  was  viewed  as  an 
influx  of  "new”  soldiers  and  families  who  unfairly  displaced 
those  waiting  for  housing.  As  noted  la  WRAIR's  earlier 

observations  of  company  rotation  to  USAREUR,  most  soldiers  and 
their  family  members  perseive  all  entitlements  and  benefits  as 
individually  based  and  not  relevant  to  the  unit.  Far  this  view 
to  Change,  considerable  public  education  has  to  take  place. 
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A  Qomaunlcatlona  oroblaa.  A  problem  obaer^ed  In  one  unit 
was  the  difficulty  in  reconstructing  the  normal  battalion 
ooomunloatlon  system  after  the  rotation.  What  the  battalion  XO 
had  viewed  as  a  well  org^alsed  and  highly  affective  and  stable 
informational  system  (Icayed  to  the  oommunlcatlon  pathways 
established  between  himself  and  the  oompany  XOs)  was  seen  as 
ruptured  when  he  (the  XO)  led  the  advanced  party  overseas.  For 
the  XO  the  result  was  the  development  of  a.  series  of  alternative 
pathways  keyed  to  the  33  and  the  other  battalion  staff  members- 
who  remained  behind  in  the  main  body. 

Following  the  rotation,  the  XO  felt  that  it  took  much  longer 
than  he  expected  to  reestablish  stable  patterns  of  communication 
between  himself  and  the  other  members  of  the  battalion  staff. 
Alternate  channels  of  communloatlon  continued  to  operate  and 
bypass  the  reestablished  normal  channels.  Information  ceased  to 
be  passed  at  Its  prior  level  and  there  was  more  inf ornational 
confusion  than  the  battalion  had  ever  experienced  with 
correspoiiding  effects  on  organizational  morals.  It  required  a 
major  effort  by  the  battalion  XO  and  others  to.  begin  to  restore 
effective  communication  and  informati^on  nets  •>  an  effort  that  was 
still  not  completed  3  months  after  rotation.  Onfortunately ,  the 
timing  of  our  unit  visits  did  not  allow  the  opportunity  to  assess 
whether  this  was  a  problem  limited  to  this  battalion  or  whether 
it  was  a  more  systemic  difficulty. 

Force  modernization  issues.  As  mentlonad  earlier,  force 
mod ernization  also  had  a  powerful  impact  on  some  of  the  rotating 
un.’.ts.  While  the  initial  transition  to  the  M2->ZF7  (Bradley)  was 
greeted  with  enthusiasm,  the  M2-IF7  has,  for  many  soldiers, 
became  a  symbol  of  their  loss  of  status  as  infantrymen.  Many 
NCOS  and  soldiers  in  these  Bradley  units  see  a  shift  In  training 
wish  a  new  focus  on  the  skills  cf  the  vehicle  commander,  driver, 
and  gunner  and  little  concern  for  the  development  of  their  skills 
as  leg  infantrymen.  A  significant  number  of  soldiers  in  the 
dismount  squads  have  developed  concerns  about  their  own  soldier 
skills  and  tactical  abilities.  This  experience  has  lowered 
morale  in  these  units  and,  in  some  oases,  it  has  lessened 
Soldiers’  trust  in  a  leadership  that  is  sometimes  seen  as 
"thinking  that  the  Bradley  is  a  tank  and  using  it  like  one  rather 
than  as  an  infantry  track..." 

M2-Ir 7  training  is  compared  unfavorably  by  soldiers  ( from  a 
leg  point  of  view)  with  M-iiJ  Armored  Personnel  Carrier  based 
mechanized  training.  There  is  al.so  a  lack  of  comfort  with 
unfamiliar  and  evolving  Bradley  doctrine.  Whether  or  not  time 
and  more  training  will  alcer  these  perceptions  is  unknown.  At 
this  point  in  time,  a  significant  number  of  soldiers  talk  about 
.“•questing  leg  (113)  divisions  for  thai"  next  tours  of  duty.  As 
many  put  it:  "There  is  no  skill,  challenge,  or  adventure  In 
sleeping  (or  Just  riding  around)  in  the  back  of  a  Bradley." 


Some  future  Issues.  There  were  two  concerns  which  surfaced 
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in  the  units  that  raturnad  ta  CONUS,  both  Involving  tha  futura  of 
thasa  units.  Tha  first  was  a  ganaral  alsundarstandlng  of  Unit 
Manning  S/stam  parsonnal  pollolas.  Man/  Individuals,  including 
sooa  oomaandars  and  a  nunbar  of  NCOs,  did  not  raallza  that  tha 
currant  assignaent  polio/  still  raqulrad  a  49  month  battalion 
asslgnmant.  Tha  common  alsooncaptlon  was  that  tha  COHORT  rulas 
only  raqulrad  tham  to  stay  In  tha  battllon  for  six  months  aftar 
tha  rotation,  than  thay  would  ba  allglbla  to  raquast  soma  typa  of 
transfar.  Although  moat  of  tha  MCOs  intarvlewad  would  probably 
not  want  to  nova  aftar  this  six  month  period,  tha  notion  that 
thay  ara  again  "lockad-ln"  was  alraady  provoking  tha  same  kind  of 
nagatlva  faalings  that  prevailed  when  NCOs  laarnad  that  thay 
oould  not  escape  the  rotation  without  signing  a  daclaratlon 
statanant  barring  tham  from  raanliatma nt . 


The  othar  ooncarn  relates  to  a  period  yet  to  come,  th»  point 
of  twelve  to  fifteen  months  after  the  rotation  when  it  will  ba 
necessary  to  raload  first  term  soldiers  Into  these  units  to 
replace  soldiers  ending  their  initial  enlistments.  Whan 
InCarvlawad,  unit  leaders  did  not  know  and/or  understand  tha 
Army's  plan  for  unit  reload  and  more  importantly,  most  of  these 
eammanders  ware  not  looking  toward  the  concept  of  group 
replacement.  for  them,  a  reload  simply  Involves  getting  new 
soldiers  and  placing  them  where  they  are  needed  (the  ccnoepc  of  a 
soldier  as  an  Int erchangab la  cog  in  a  machine).  The  principles 
of  group  replacement  and  developing  new  cadre  from  below  were 
less  prevalent  and  somtlmes  missing  altogathsr  as  one  moved  from 
ths  battalion  commander  down  through  the  chain  of  command. 


An  Important  "non-event" 


By  the  time  the  Individual  battalion  rotations  were 
accomplished,  there  was  a  common  perception  from  the  highest  to 
the  lowest  levels  of  command  that  what  had  oecured  was  a  non-' 
event.  This  attitude  was  based  on  the  perceived  belief  that  the 
Army's  leadership  had  already  concluded  that  a  battalion  rotation 
program  was  unsustainable  and  that  any  notion  of  future  battalion 
rotations  had  been  abandoned.  While  It  may  not  be  possible  (or 
desirable)  to  develop  a  battalion  rotation  program  to  support 
wartime  requirements ,  It  Is  not  true  that  such  rotations  are 
over.  In  fact  the  opposite  Is  true.  The  Army  has  and  probably 
will  always  have  a  need  to  move  large  organizations  to  other 
parts  of  the  world.  "or  example,  In  order  to  meet  strategic 
plans  for  the  defense  of  northern  Europe,  two  battalions  will 
exchange  places  next  year  (an  Armor  unit  will  relocate  to  USAREUP. 
and  a  Mechanized  Infantry  battalion  will  return  to  the  United 
States).  These  moves  will  be  followed  by  the  rot&i.loa  of  Apache 
battalions  to  USAREUR. 


Based  upon  these  realities,  what  occurred  this  summer  was  an 
important  opportunity  to  learn  how  to  efficiently  and  effectively 
move  large  unit;  c.cocclat«<i  raaiiy  members).  With  this  in 

mind,  it  is  critical  that  HQOA  Insure  that  all  relevant 
•information  pertaining  to  this  summer's  rotations  ba  gathered  i.n 
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on*  place  and  that  a  soall  group  of  knowlodgsabla  staff  offioars 
prepare  an  bl3tor<'<al  doouoent  that  can  be  used  as  a  planning 
guide  for  any  f  ture  large  unit  B07e.  With  suoh  a  dooufflaat  in 
Bind,  two  observations  are  noted. 

Who  takes  the  lead 


Ar  Interesting  organisational  observation  fron  the  Battalion 
Rotation  exet'oise  was  the  laok  of  oonsistenoy  froa  HQDA  through 
the  KACOHa,  Corps,  and  Oivisions  involved,  as  to  the  staff 
activity  Chat  had  Che  lead  in  carrying  ouC  this  aission.  During 
Che  planning  and  ispleaentation  period,  there  was  also  a 
continual  coming  and  going  of  key  planners  and  program  operators 
at  every  level  from  HQDA  down. 

Based  on  our  observations.  it  Is  apparent  that  those 
eoamands  that  viewed  this  action  as  an  "operational  mission,”  and 
thus  assigned  primary  ..-staff  responsibility  to  the  0*3  staff 
ooQfflunity,  were  the  most  successful  in  effectively  carrying  out 
the  rotation.  This  is  not  to  deny  that  many  of  the  most 
complioatad  and  difficult  issues  were  in  the  personnel  arena.  .It 
simply  suggests  Chat  this  was  an  operational  mission  and  that  the 
core  issues  for  all  of  these  units  were  always  of  a 
training/aission  nature.  The  high.er  Che  oommand  involved,  the 
more  likely  that  the  oricical  decision  issues  were  in  the 
operational  arena.  Like  any  other  mission,  having  a  ."table 
leader  and  staff  handling  Che  operation  oontribuced  significantly 
to  the  quality  of  Che  outcome. 

Paying  the  price 

Rotating  a  battalion  in  or  out  of  a  military  community  is  aa 
expensive  action.  7c  do  it  and  to  do  it  well  takes  time  and 
energy  and  a  substantial  expenditure  of  funds.  It  is  not  done 
well  if  it  ooffles  "out  of  the  hide"  of  a  unit  or  a  military 
community.  Without  supplemental  staff  and  dollars,  the  move 
suffers  and  more  importantly,  the  normal  operation  of  a  unit  acd 
a  community  suffer.  These  "unfunded”  oosts  aod  assooiatmd 
decrements  in  individual  performanoe  and  attitude  were  oomaon 
experiences  in  almost  all  the  battalions  and  tha  oommunities 
Involved  in  losing  and  gaining  these  units. 

In  planning  a  future  rotation,  it  is  important  that  the 
operation  include  sufficient  resourcing  to  insure  success  without 
Jeopardizing  the  normal  operation  of  the  organizations 
involved.  In  most  onses  the  personnel  resouroing  needed  to 
d'fecc  the  planning  actions  is  simple  and  relatively 
inexpensive.  Tor  example,  if  each  of  tha  rotating  bactalioiis  had 
been  given  one  senior  >'ICQ  and  a  civilian  clerk  (temporary  hire) 
with  a  personal  computer  (and  the  necessary  software)  to  handle 
the  administrative  aspects  of  the  movement  plan,  we  would  have 
sign i f icantly  enhanced  the  rotation  planning  procesa  and  wo  would 
hev..  allowed  thsss  batt«llor.o  benefic  of  a  full  time 
battalion  executive  officer. 
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In  most  Qaa«a,  the  battalion  exeeatlrs  (and  often  Che 
ooonander)  beoaoe  ao  tied  down  with  peraonnel  iaauea  aaaociaCed 
with  the  rotation  Chat  other  uatCalion  operationa  aufftred  (and 
30  did  Che  XOa).  The  lack  of  atabilit/  at  the  3-1  poaition  in 
ooat  of  theae  battationa  onlj  woraened  thia  probleo.  The  typical 
tenure  for  the  3-1  in  theae  unita  waa  lesa  than  aix  fflontha, 
hardly  the  kind  of  atability  that  would  allow  than  to  beoooe  and 
reaain  the  focal  point  for  rotation  planning.  The  PAC  waa  by  far 
and  away  the  aoat  atreaaed  and  diarupted  organization  in  moat 
battaliona  with  aeToral  payohological  atreaa  caaualtiea  reported. 

At  di^iaion  and  oorpa  levela,  apecific  staff  officers  were 
designated  to  coordinate  rotation  actiona.  The  oajor  difficulty 
at  theae  levela  was  the  continual  reassignment  of  indivlcuals . 
The  lack  of  continuity  in  key  positions  at  senior  commands  waa  a 
oontinual  problem  that  plagued  rotation  planning. 

The  raquirement  for  ou t proce ss Ing ,  clearing,  and  moving 
departing  unita  and  (often  at  the  same  time)  inproceaaing  and 
settling  now  unita  represented  another  situation  where  necessary 
assets  were  not  always  present.  These  actions  did  take 
extraordinary  efforts  and  expenses.  Typically  they  were  ocrrled 
out  without  any  increase  in  people  or  money.  The  human  and 
dollar  costa  were  "eaten"  by  these  communities  at  the  expense  of 
other  comfflunlty  rssider.ts.  These  were  critically  important 
issues  in  USARS'JR. 

Oevelooinit  stable  units  and  enhancing  cone  s  ion 


It  ..3  importanc  to  recognize  that  some  COHORT  units 
experienced  considerable  internal  and  external  turbulenoe  before, 
during,  and  immediately  following  the  rotation  period.  The 
staoility  we  normally  associate  with  Che  COHORT  concept  was 
compromised  by  the  personnel  movements  required  by  the  0C0HIJ3 
rotation  and  the  changes  necessitated  by  Che  Force  i.od ernization 
actions  that  cook  place  before  and  immediately  following  the 
rotation.  Unexpected  was  the  degree  of  ir.tsrnal  turbulence  In 
CONUS  and  USA.REUR  caused  by  the  significant  leadership  changes 
that  cook  place  prior  Co  the  rotation.  Most  of  these  changes 

seemed  to  be  in  violation  of  stated  HQDA  policies  and  were  in 

direct  conflict  with  the  Intended  spirit  of  the  HQOA 
guidelines.  For  example  one  battalion  commander  changed  his 
company  commanders  and  first  sergeants  at  the  time  of  rotation 
inorder  "to  keep  the  brigade  and  divimloo  from  ripping  us  off  as 
soon  as  we  arrived."  A  number  of  battalion  commanders  did  not 

believe  that  their  senior  commanders  (and  the  brigade  and 
division  senior  staffs)  would  honor  the  HQDA  stabilization  policy 
for  the  "lock-in"  period  after  rotation.  For  the  soldiers  in 
battalions  that  experienced  leadership  turbulence  Just  before  or 
aftjr  rotation,  Che  unexpected  change-in-command  was  "Just 
another  example  of  why  they  shouldn't  trust  their  (the  Army's) 
prcmlCoi.''  Th«y  haa  oeen  led  to  believe  that  they  were  la 

"aCabll ized"  units.  As  soon  as  they  moved,  Leadership  changes 


took  pI«o«  that  th«7  did  not  expoot  and  did  not  uadarotand* 

Whila  it  is  lapoaaibla  to  oraata  absoluta  statjlllt7 
(aspaolally  whaa  you  ara  trying  to  do  two  or  thraa  actions  at  tha 
saaa  tioa),  it  is  pcsaibla  to  davalop  ralativaly  stabla  units. 
Ovar  tha  twalra  to  aightaan  oonths  landing  to  tha  rotation,  a 
nuobar  of  ooapanias,  and  at  laast  ona  antira  battalion,  was  abla 
to  davalop  Qonsidarabla  stability  at  tha  laral  of  platoon  and 
balcw.  Thasa  soldiars  and  thair  laadars  want  through  a  nuabar  of 
sharad  axparianoas:  fiald  training  axaroisas,  praparing  aquipoent 
for  turn*in  (as  part  of  both  Forca  Modarnizatlon  and  rotation), 
and  drawing  and  fiaiding  naw  aquipoant  (again,  as  part  of  both 
Porea  Modarnizi tton  and  rotation). 

Tbasa  solciars  sharad,  with  aaoh  othar  and  with  thair 
iaaadiata  laadors,  the  actual  axparianca  of  a  group  oova.  Taken 
together,  thasa  avants  sarvad  to  enhance  tha  psyohologioal 
idaotlfication  of  thasa  soldiars  with  each  othar  and  with  thair 
ianadiata  Leaders.  Thasa  saaa  soldiars  expressed  a  strong 
p‘»<^4fMPCo  for  raoaioLog  together  should  thara  aver  be  a  ooabat 
I  -^oant  and  a  belief  that  together  thair  unit  would  ba 

"'ll  in  flonbat.  Sven  in  tha  few  eases  (and  they  ware 
.aiy  few)  where  soldiars  expressed  aniaosity  towards  other 
^  eaebars  or  thair  iaaediate  leaders,  these  same  soldiers 
.,ji,jra»'<ad  a  prafarenee  .’or  raaaining  in  •thair"  unit  versus  going 
to  another  unit  should  coabat  occur. 

As  a  general  observation,  tha  uora  stabla  tha  group  (to 
include  thair  iaaediate  leaders)  the  aora  •  eonfldanca  group 
aaabars  expressed  in  thair  own  soldier  skills,  the  greater  thair 
trust  in  thair  pears,  and  tha  aora  they  expressed  eonfidanca  in 
thair  leaders.  Zn  at  laast  ona  battalion,  this  stability  and 
oorrasponding  trust  extended  to  tha  level  of  overt  bonding  aaong 
platoons  in  tha  saaa  eoapanias  (a.g.,  talk  of  help  axtaadad 
batwaan  platoons  as  part  of  the  Force  Modernization  efforts  to 
inoluda  sharing  of  tools,  parts,  and  spaeiallzad  knowledge.  This 
was  dona  in  a  way  that  conveyed  genuine  Interest  and  concern 
aaong  the  various  atabers  of  thasa  platoons). 

However,  it  aust  be  oontinually  aephasizad  that  tha  aajor 
forces  Involved  in  tha  creation  and  maintananca  of  tnat  vertical 
cohesion,  which  is  so  iaportant  to  the  sustainaant  of  tha  group 
In  coabat,  are  those  forcas  involved  in  tha  long  term  pattern  of 
re lat ionships  batwaan  leaders  and  soldiers.  As  previous  and 
currant  WRAIH  research  has  damonstratad ,  naitner  stabilization 
nor  any  sat  of  discrata  avants  or  oanipula-tions  of  events  will 
create  vertical  cohesion  in  an  organizational  olLaate  where 
leaders  behave  unpredictably  and  arbitrarily  or  whore  Leaders 
evidence  neither  conoarn  nor  respect  for  their  soldiers.  In  units 
where  soldiars  distrust  thair  leaders,  charges  of  careerism  and 
favoritism  are  made,  and  tha  soldier  considers  his  familial  and 
personal  naa<is  'lisvaluad  by  his  leaders.  A  fair  proportion  of 
the  bast  affects  of  tha  COHORT  system  can  ba  undona.by  tha  leader 
who  constantly  addresses  his  unit  in  terms  of  "you  people"  and 
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"youi*  aotions"  tnsta«d  of  "ua  and  "our”  aoMoaa. 


Buomary 


Battalioa  RotaMoa,  daaplta  all  tho  problams  notad,  was  a 
suQoass.  With  aoaa  axoaptloas  atabla  uolts  (ooapan/  laval  and 
balow)  vara  foraad.  Tha  sharad  axparlaacas  of  aoraal  training. 
Foroa  Modarnizatioa  v'priaarily  aquipasat  ehangaa),  and  rotation 
all  ooatributad  to  anhanoad  taaawork  and  intarparsonal  bonding 
aaong  tha  soldiars  in  thasa  units.  Most  iapraasiva  was  tha 
taaawork  and  bonding  aaong  laadars  whara  stability  was  aobiarad 
from  tha  laval  of  battalion  commandar  (through  tha  staff 
positions)  to  coapao/Zbattary.  platoon  sargaant  la7als.  A  larga 
part  of  tha  suficass  achiavad  in  tha  Forca  Mod arnization  and  tha 
rotation  aission  was  a  rasult  of  tha  cohasion  davalopad  among  tha 
unit  laadarship  in  thasa  COHORT  battalions. 

Tha  battalion  rotation  axarcisa  daaonstratad  that  tha  Araf 
oan  rotata-  battalions.  To  ba  suocassful  a  unit  rotation  naads  to 
ba  7iawad  as  a  mission.  It  raquiras  an  oparatlons  ordar  and 
somaona  to  ba  in  eharga  to  insura  that  at  laast  tha  spirit  of  tha 
ordar  is  followad.  Rasoursas  (paopla,  aqulpaent,  and  funds) 
nacassar/  for  oomplating  tha  various  parts  of  tha  mission  ha^a  to 
ba  providad  to.  thosa  who  naad  them.  Finally,  the  participants 
need  to  understand  tha  nature  and  purpose  of  tha  mission, 
including  tha  concept  of  tha  ordar,  so  that  they  oan  adequately 
carry  it  out.  In  a  number  of  thasa  aspaets  wa  oan  do  I  'tar  tha 
next  time  wa  nova  a  large  group. 

Does  tha  COHOHTing  of  a  battalioa  (and  its  rotation;  anhanoa 
cohesion  beyond  what  is  gained  in  a  company/batt ary  laval 
effort?  At  the  laval  of  tha  soldier,  probably  not.  What  it  does 
provide  is  an  enhanced  level  of  knowladga  and  common 
identification  among  tha  cadre  that  crosses  tha  boundaries  of  tha 
companies  that  compose  the  battalion. 

There  were  some  vary  important  gains,  as  notad  by  several 
battalion  oommandars,  in  tarns  of  tha  stabilization  of  company 
level  laadars  and  tha  battalion  staff.  Thasa  Inoludad  greater 
cohasivanass  of  tha  battalion  staff  and  a  greater  oohaslvanass 
and  knowladga  of,  and  tharafora  pradiotabllity  of,  tha  behavior 
end  performance  capacities  of  company/batt ary  laval  laadars.  As 
ona  battalion  oonnandar  put  it,  "I  bare  a  knowledge  of  my 
commanders'  parsonalltic. .  and  of  the  parsonalitlas  they  have 
created  for  their  units  that  I  have  never  had  before  in  my 
career.  I  know  at  this  point,  if  I  an  attaokirtg  into  the  unknown 
to  send  unit  X.  They  will  exploit  the  terrain,  nova 
methodically,  and  never  stumble  or  dash  into  a  fire  sack.  I 
would  keep  unit  T  as  my  rsss.'vs  knowing  that  their  unit 
personality  is  such  that  they  would  nova  out  like  a  bullet  and 
bowl  over  anything  in  their  way  and  gat  to  whara  they  have  to  gat 
as  quickly  as  poss  ibis .  .  . .  **  Again,  it  was  observed  in  this 
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ooatAzt  that,  *W«  know  «ach  other  so  well  that  we  can  keep  our 
radio  traffic  down  to  the  bare  bones.  Thef  didn't  know  how  to 
deal  with  us  at  NTC  because  we  barely^  needed  to  talk«-Just  give 
■ap  coordinates..." 

Does  Battalion  rotation  cost  too  ouch?  This  is  really  a 
function  of  the  plan.  The  current  battalion  rotation  exercise 
was  very  expensive.  Much,  of  Che  costs-  wars  associated  with  the 
types  of  plans  developed.  The  aost  orltioal  costs,  however,  were 
not  the  dollars  expended  but  the  costs  incurred  in  lost  training 
tiae  and  the  corresponding  iopaot  on  individual  and 
organizational  coabat  readiness.  Based  on  our  interview  data, 
the  oosts  in  these  areas  were  substantial.  Could  soae  of  these 
issues  have  been  handled  differently?  Based  on  our  interviews 
with  both  soldiers  and  leaders,  the  answer  is  yes.  The  tasks  of 
evaluating  these  costs  and  specifying  alternative  aethods  are 
beyond  WRAIB's  abilities  but  are  clearly  issues  whioh  warrant 
HQOA  concern  and  atcention. 

Now  that  the  rotations  hare  been  coapleted  each  of  these 
units  have  entpred  into  a  new  phase  of  the  original  plan.  They 
are  in  the  sustained  training  and  operations  phase  that  will 
eventually  be  followed  by  a  reloading  period.  It  is  iaportant 
that  RQOA  continue  to  follow  these  units  and  their  progress  at 
least  through  the  reload  process.  Without  a  look  at  the  ooaplete 
picture,  we  will  never  appreoiate  the  full  value  and/or  costs  of 
Che  Battalion  Rotation  effort.  The  way  in  whioh  the  relond 
process  is  handled  and  the  patterns  for  incorporating  the  reload 
groups  into  the  unit  can  either  undo  the  positive  COHORT  effects 
or  build  upon  theo.  In  the  process  of  exaoining  this  phase,  it 
is  critical  that  we  cose  to  understand  how  a  self  sustaining, 
cohesive,  and  high  perforaance  unit  culture  can  be  traosnitted 
and  aalntained  as  a  unit  goes  through  Che  process  of 
incorporating  new  menbers. 
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Atistraot 


This  3Cu(l7  examined  the  effects  on  the  oilltary  family  and 
community'  of  rotating  entire  battalions  between  CONQS  and  OCOMUS 
sites.  All  eight  rotating  battalions  were  included,  along  with 
six  designa'  id  '’comparison"  battalions.  Data  were  oolleoted 
through  interviews  conducted  approximately  six  months  prior,  two 
months  prior,  and  four  months  after  the  rotations  took  place. 
Included  in  the  interviews  were  oommanders,  cadre, 
representatives  of  community  support  agencies,  and  family 
members.  Interviews  were  semi-structured  and  open  ended  in  order 
to  provide  respondents  the  opportunity  tc  discuss  issues  which 
were  important  to  them.  Responses  were  organized  into  four  areas 
for  presentation.  These  were  information  dissemination,  wives 
groups,  morale,  and  community  effects. 

Information  dissemination:  Many  wives  (and  soldiers)  lacked 
knowledge  and  understanding  of  the  purpose  of  the  batallion 
rotation  program.  This  was  due  to  the  lack  of  adequate  publicity 
at  the  community  and  major  unit  level.  Host  battalions 
instituted  techniques  to  disseminate  information  to  unit  wives. 
The  most  successful  of  these  relied  on  company  level  organization 
for  managing  the  process.  A  major  shortfall  was  the  lack  of 
sharing  of  plans,  problems  and  solutions  across  divisions. 

Wives  groups:  Each  battalion  recognized  the  value  of  having 
orgnized  wives  groups  to  help  wives  support  one  another.  With 
one  exception,  they  were  only  effective  in  those  battalions  which 
were  rotating,  probably  because  they  had  a  clear  "mission" 
(helping  with  the  unit  rotation).  Across  all  rnits,  wives  groups 
were  most  effective  when  they  were  organized  at  the  company 
level,  included  wives  of  all  soldier  ranks,  and  had  active 
support  from  small  unit  leaders. 

Morale:  Morale  o'  wives  in  the  rotating  battalions  :«as 
generally  high,  and  most  greatly  appreciated  being  part  of  the 
battalion  move.  In  two  communities,  a  widespread  belief  that  the 
arriving  battalions  received  preferential  treatment  led  to 
resentment  and  anger  in  the  comparison  battalion  and  the  larger 
community.  Preferential  treatment  for  any  grcup  should  be 
avoided . 

Community  issues:  Saoh  community  evolved  a  comprehensi ve 
and  reasonable  plan  to  support  the  battalion  . rotation  program. 
There-  was  no  effective  sharing  of  these  plans  among  tha  affected 
communities.  Community  and  installation  communication  media 
should  have  been  more  widely  used  to  disseminate  information 
about  the  battalion  rotation,  and  limit  the  perception  of  special 
treatment  as  discussed  above. 

The  report  concludes  with  a  series  of  recommendatloEs  fn- 
procedures  to  enhance  Cuture  unit  rotations. 
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Intro4uctlon 


;iaaoaLat«d  with  the  laplesentatioa  of  the  Unit  Manning 
Syateo  (UMS)  la  a  program  of  rotating  entire  tattalloaa, 
Inoludlng  family  memhera,  between  COMUS  and  OCONUS  looatlona. 
Thla  atudy  waa  dealgned  to  deaorlbe  the  effeota  of  the  battalion 
rotation  program  on  the  military  family  and  oommunlty. 

The  movement  of  intact  famlllea  with  unlta  haa  the  potential 
of  oonaiderably  enhancing  the  aupport  and  well  being  of  apouaea 
and  aoldlera  during  a  period  normally  aaaooiated  with  high 
atreaa.  Thia  potential  waa  formally  recognized  in  a  White  Paper 
(1983)  titled  "The  Army  Pamily:" 

Our.  polloiea  muat  recognize  that  aoldlera  cannot 
perform  efficiently  while  dlatraoted  by  overwhelming 
family  ooncerna 4 . . . In  ahort,  we  do  not  detraot  from 
organizational  productivity  aupportlng  Army  famlllea; 
rather,  taking  care  of  our  famlllea  enhances  both 
readlneas  and  retention  (Army  Chief  of  Staff,  1933)* 

A  "aenao  of  community"  oan  contribute  Importantly  to 
payehologlcal  readlneaa.  Soldlera  who  are  confident  that  their 
wlvea  could  get  help  from  within  the  oommunlty  eliminate  one 
Important  worry  during  field  exerclaea#  Wlvea  who  feel  oonfldent 
of  auch  help  also  give  greater  support  to  their  huaband'a 
abae  nee . 


At  the  aame  time,  the  rotation  of  an  entire  battalion  Into 
or  out  of  a  community  haa  the  potential  to  dlarupt  the  aupport 
the  aoldler  and  hla  family  receive  from  the  unit  and  the 
community.  Furthermore,  the  ability  of  the  oommunlty  aupport 
agenclea  to  reapond  to  both  ordinary  and  extraordinary  needa  of 
families  may  be  overburdened  by  the  large  number  of  people 
leaving  and.  eaterlng  the  military  community  during  a  battalion 
rotation.  Community  aupport  for  the  family  oan  be  mitigated  If 
the  rotating  battalion  la  not  Integrated  Into  the  community.  For 
example,  prevloua  work  with  company  rotation  (WRAIR  TECH  REPORT 
#1)  demonatrated  that  a  "we-they"  attitude  developed  due  to  the 
perception  of  favorltlam  for  COHORT  famlllea.  Aa  a  reault, 
COHORT  famlllea  were  treated  aa  "outaldera”  following  rotation 
Into  the  community.  Feellnga  of  laolatlo-n  and  reaentment 
experienced  by  theae  COHORT  famlllea  can  be  detrimental  to  the 
development  of  aoclal  aupporta  and  a  aenaa  of  community,  both  of 
which  are  Important . attrlbutea  of  payehologlcal  readlneaa. 

Methodology 


A  total  of  14  battallona  were  atudled, 

sc  ^  tc  COMUw  pcc»c 

battallona  OCQHUS)  by  exchanging  placea  of 
addition,  alx  of  these  eight  rotating  battallona 
co-located  "comparlaon"  battalion  which  did  not 


eight  of  which 

m.  - - 

eaw^  i  wwa*  wS^ua^^ttA 

aaalgQffleot.  In 
had  a  dealgnated 
move.  Under  the 
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battalion  rotation  ooncept,  soldiers  were  stabilized  in  their 
units  Cor  about  3S  oonths  (the  12-18  nonths  period  prior  to  the 
rotation,  and  an  18  months  period  a'ter  rotation).  Generally, 
soldiers  In  the  stabilized  battalions  (popularly  referred  to  as 
"COBORT"  battalions)  with  enough  time  remaining  In  aervloe  to 
complete  an  overseas  tour  were  required  to  remain  In  the 
battalion.  Soldiers  who  desired  to  bring  their  wives  overseas 
had  to  extend  their  enliatment  to  meet  the  36  month  requirement 
for  aooompaaled  tours.  Additional' soldiers  were  assigned  to  the 
battalions  to  ensure  that  they  would  rotate  with  stabilized 
soldiers  at  close  to  100  percent  strength. 

Data  concerning  the.  impact  of  battalion  rotation  were 
collected  from  three  sources.  1)  Interviews  of  representatives 
from  garrison  agencies  (OPCA,  ACS,  Bousing,  Transportation,  etc.) 
which  are  set  up  to  serve  the  needs  of  soldiers  and  their 
families,  2)  discussions  with  unit  cadre  (company  through  corps) 
who  were  involved  with  the  movement,  and  3)  Individual  and  group 
Interviews  conducted  with  wives  of  soldiers  in  the  1^  battalions. 

Interviews  were  conducted  using  a  semi-structured  format. 
They  were  conducted  Individually  or  in  groups  ranging  up  to  eight 
In  size.  Participants  ware  chosen  by  the  companies  In  each 
battalion.'  The  total  number  of  Interviewees  was  about  425,  In 
order  to  encourage  freedom  of  expression,  interviews  were 
conducted  separately  for  officers'  wives,  NCOs*  wives,  and  wives 
of  lower  enlisted  (S-4  and  below). 

Interviews  were  completed  during  three  study  phases.  Phase 
One  was  conducted  six  to  eight  months  prior  to  deployment.  Phase 
Two  was  conducted  one  to  two  months  prior  to  deployment,  and 
Phase  Three  was  conducted  about  three  months  after  deployment. 


Results  and  Discussion: 

Results  are  organized  into  four  content  areas;  1) 
Information  dissemination,  2)  structure  of  wives  groups,  3) 
morale,  and  4)  community  effects.  These  content  ' areas  captured 
the  critical  Issues  as  raised  by  spouses,  military  leaders,  and 
other  community  members.  Eacn  topic  will  be  discussed  as  It 
appeared  during  each  of  the  three  phases.  Unless  otherwise 
Indicated,  the  information  presented  applies  to  both  rotating  and 
non-rotating  battalions.  To  help  ensure  unit  anonymity,  we 
generally  avoid  referring  to  locations  of  the  battalions. 

Information  Dissemination : 


This^  area  is  discussed  first  because  it  is  closely  tied  to 
all  aspects  of  the  move.  As  such,  it  represents  both  the 
solution  to  a  number  of  problena  and  the  C2.uss  cf  cthsrc.  Uader 
the  typical  individual  replacement  system,  soldiers  and  families 
receive  no  more  than  four  months  advance  notice  for  an  overseas 
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aova.  Howflvar,  spouaaa  war«  included  in  the  informetion 
disseoination  process  early  in  thu  planning  for  battalion 
rotation.  Most  tcnew  as  long  as  12  oontbs  prior  to  the  rotation 
that  the  unit  would  rotate  overseas,  and  they  would  accompany 
their  husbands.  Wives  and  soldiers  were  pleasad^that  they  could 
and  would  travel  together.  While  this  advanced  information  oould 
be  regarded  as  a  benefit,  at  the  time  of  the  Phase  One  interviews 
there  was  oonsiderable  uncertainty  and  anxiety  among  the  wives 
hbout  what  would  happ«^.  Sach  of  the  rotating  battalions  bad  an 
aotive  program  for  ihforming  wives  about  these  events.  This 
Included  use  of  fliers  and  newsletters,  mostly  delivered  via 
their  husbands.  Unfortunately,  frequent  changes  in  plans 

undermined  these  efforts.  These  changes  often  reflected  the  fact 
that  the  Army  was  still  in  the  process  of  making  major  decisions 
related  to  the  move  (e.g.,  oould  pets  be  shipped  on  MAC  flights, 
oould  military  busses  be  used  to  assist  soldiers  sliipping  oars, 
etc.}.  Information  dissemination  at  the  time  of  Phase  One  proved 
to  be  a  mixed  blessing. 

The  uncertainty  was  not  limited  to  wives.  Among  enlisted 
cadre,  there  were  complaints  that  the  "COHORT**  system  would 
irrevocably  lock  them  into  their  units,  and  prevent  military 
school  attendance,  opportunities  for  assignment  elsewhere,  and 
even  promotion.  This  was  a  COHORT  rather  than  unit  rotation 
issue.  It  illustrates  the  point  that  we  found  very  little 
knowledge  among  cadre  or  families  of  any  unit  concerning  the 
purposes  of  COHORT  or  battalion  rotation. 

At  Phase  Two,  in  spite  of  the  considerable  effort  expended 
to  establish  communication  with  wives,  a  number  still  oomplained 
about  laok  of  information . from  and  contact  with  the  Army.  Even 
though  battalion  wide  meetings  had  been  conducted,  and 
newsletters  were  sent  to  each  wife  (usually  via  their  husbands) 
many  women  complained  that  they  did  not  know  exactly  when  they 
were  going  (information  which  was  in  the  newsletters).  We  do  not 
believe  that  communities,  units  or  wives  groups  oan  be  faulted 
for  this.  We  attended  a  number  of  information  meetings  conducted 
for  company  sized  units,  and  have  studied  the  documents  which 
were  prepared  by  each  battalion  for  the  wives.  The  information 
was  usually  timely  and  accurate.  We  did,  however,  find  that 
battalion  wide  meetings  make  rin  especially  poor  forum  for 
information  dissemination  due  to  poor  acoustics,  ambient  noise, 
and  the  lack  of  opportunity  for  personal  involveoeat . 

The  information  dissemination  problem  is  chiefly  due  to 
other  causes.  The  Army  is  not  organized  to  support  efforts  on 
the  part  of  the  unit  to  keep  in  touch  with  and  provide 
information  to  families.  We  have  spent  a  oonsiderable  amount  of 
time  working  with  the  c.ommanders  and  wives  who  organized  such 
efforts  along  with  the  NCOa  who  were  reaponslble  for  actuall 
cospllihg  and  recording  n«5>es  and  addresses.  The  llvln 
arrangements  of  the  married  'lower  enlisted  population  (the  on 
which  is  frequently  the  most  difficult  and  yet  most  important  to 
reach)'  are  far  more  fluid  than  those  of  older  persons.  A  wife 
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will  fraqueatly  Ieav«  ths  area  for  weelca  or  even  months  during 
periods  of  heavy  field  duty.  Entire  households  are  moved  to  be 
nearer  friends  or  to  save  a  few  dollars  per  month  In  rent. 
Maintaining  aocurate  rosters  of  names  and  numbers  Is  a  difficult 
and  tlme-Qonsumlng  tasic.  Monitoring  and  updating  mall  lists 
takas  hours  each  time  it  la  attempted.  Computer  support  and 
programs  to  support  mall  list  management  do  not  usually  exist 
making  updates  difficult.  Zt  la  likely ithat  members  of  a  wives 
group  could  keep  the  lists  upoto-date  on  their  own;  this  would 
require  some  quality  time  (and  considerable  cooperation)  with  the 
personnel  NCO  and  probably  the  first  sergeant.  This  can  bast  be 
accomplished  at  company  (rather  than  battalion)  level.  Access  to 
duplicating  machines  is,  and  franking  privileges  are,  uneven 
across  divisions.  Finally,  externally  forced  changes  in  plans 
make  information  dissemination  especially  difficult.  Unit 
commanders  are  almost  ai'<^ayc  sincere  in  their  desire  and  efforts 
to  get  timely  and  accurate  Information  to  wives.  But  as  one  MCO 
wife  said,  "I  got  a  call  from  the  commander  -  he  said,  'you 
didn't  put  that  out  already,  did  you?'  The  plans  had  already 
been  changed." 

Mo  battalion  (or  military  community)  has  established 
provisions  to  assist  or  maintain  contact  with  spouses  who  choose 
not  to  rotate  with  the  battalion,  or  spouses  who  have  temporarily 
moved  away.  Such  wives  remain  a  concern  for  the  soldiers  and  in 
many  cases  will  be  a  part  of  the  "military  community"  in  the 
future.  Maintaining  contact  with  these  wives  would  be  a  cost 
effective  way  of  helping  to  ensure  the  future  success  of 
organizing  efforts. 

The  non-rotating  (comparison)  battalions  suffered  from  the 
same  difficulties  with  information  dissemination,  with  some 
additional  effects.  The  most  Important  of  these  is  the  higher 
turnover  which  affects  most  military  units.  This  greatly 
increases  the  difficulty  of  maintaining  adequate  mailing  lists. 

Wives  Groups 

At  Phase  One  each  battalion  had  a  formally  constituted 
officers'  wives  group.  These  remained  fairly  constant  for  all 
battalions  throughout  the  study,  with  groups  in  the  rotating 
battalions  maintaining  a  continued  high  level  of  activity. 
Among  rotating  battalions  several  companies  had  wives  groups, 
comprising  officer  and  MCO  wives.  Attendance  by  wives  of 
enlisted  soldiers  was  atypical  at  that  time.  Host  of  the  wives 
groups  had  been  recently  formed  and  depended  on  wives  of  company 
level  leadership  for  their  organization .  During  Phase  One,  one 
battalion  had  a  monthly  meeting  for  enlisted  and  NCO  wives,  which 
was  sponsored  by  a  First  Sergeant's  wife.  -The  primary  function 
of  these  groups  was  apparently  to  provide  informatiaa  to  other 
wives.  The  anticipated  battalion  movement  provided  a  good 
organizing  theme  which  served  Co  get  the  attention  of  many 
residents.  Their  effectiveness  seemed  to  depend  on  the  vigor 
with  which  the  battalion  commander,  his  executive  officer,  and 
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their  wires  pursued  the  goal  of  iaformatioa  disseainatioa .  lo 
all  but  one  case  considerable  effort  was  aade .  la  the  absence  of 
an  organizing  theme  such  as  rotation  overseas,  interest  in  wives 
groups  cr  infcraation  chains  was  much  lower  in  non-rotating 
battalions. 

Organising  these  groups  always  involved  a  number  of  officer 
wives,  and  generally  did  not  include  enlisted  wives  except  for 
first  sergeant's  wives.  The  exclusion  was  not  necessarily 
purposeful— officer  wives  claimed  "the  meetings  are  open  to 
everyone,"  although  the  enlisted  wives  claimed  meetings  were  only 
for  officer  wives,  or  that  they  did  not  know  about  the 
meetings.  The  rank  differences  of  their  husbands  appeared  to 
serve  as  powerful  barriers  to  cooperation  and  communication. 
These  differences  were  often  reinforced  in  the  everyday 
conversation  of  the  soldiers,  %s  well  as  in  negative  beliefs 
about  "fraternization"  on  the  part  of  the  spouses. 
"Frat ernization" ,  the  idea  that  wives  of  Junior  soldiers  should 
not  associate  with  wives  of  higher  ranking  individuals,  was  often 
given  as  a  reason  for  not  associating  with  other  wives  or  the 
wives  groups.  We  frequently  found  frustration  expressed  by  these 
leaders  and  their  wives  because  of  the  lack  of  interest  in 
attendance  by  enlisted  wives  in  these  organizations.  At  the  same 
time,  few  wives  (or  military  leaders)  had  formal  training  in 
managing  voluntary  groups  (e.g..  Identifying  and  organizing 
volunteers,  leading  volunteers,  conflict  management,  etc.).  We 
did  identify  a  number  of  woseo  with  experience  working  with  and 
leading  suoh  groups  (PTA,  Girl  Scouts,  etc.).  However,  the  large 
majority  with  whom  we  spoke  had  neither  training  nor  experience, 
and  reported  that  such  training  would  be  useful  to  them. 

The  major  shortconing  of  those  groups  was  their  general 
failure  to  adequately  identify,  motivate  and  utilize  wives  with 
special  skills  or  knowledge;  e.g.,  those  who  had  been  assigned  to 
the  new  comauaity  on  a  previous  tour.  Our  interviews  discovered, 
for  example.  German-born  wires  who  reported  that  they  would  enjoy 
helping  with  language  training,  and  others  who  had  been  assigned 
to  the  community  to  which  the  battalion  was  rotating.  Others 
reported  experience  with  wives  groups.  In  some  cases  wives  had 
to  be  aggressive  in  their  pursuit  of  volunteering. 

Among  nco-rotating  battalions,  command  interest  in  wives 
groups  'was  frequently  Low  (excepting  officers’  wives  groups), 
although  one  battalion  had  an  exceptionally  strong  wives 
organization.  That  was  the  only  non-rotating  battalion  which  was 
actively  involved  in  organizing  ali  enilstad  wives  and  which 
possessed  accurate  mailing  lists  for  the  wives.  At  the  time  of 
Phase  One  data  collection,  there  was  little  knowledge  and  no 
concern  expressed  on  the  part  of  these  wives  about  possible 
effects  cn  them  due  to  battalion  rotation. 

At  Phase  Two,  in  the  rotating  battalions,  wives  ffroups  had 
been  in  operation  for  at  least  eight  months  and  all  had  expended 
great  effort  in  getting  information  to  the  families  in  the 
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battalions.  Thoy  wera,  in  fact,  doing  a'rarything  thar  could 
think  of  to  get  infornation  to  tha  wivaa.  Thia  included  meatinga 
oonductad  b/  company  groups,  sending  out  fliers  and  information 
letters  (ooa  battalion  sent  out  one  per  month),  and  personal 
telephone  'calls .  The  structure  of  the  groups  usually  followed 
that  of  the  battalion,  with  responsibility  for  organization 
resting  with  the  coomandcr  and  bis  wife,  with  and  contributions 
from  the  remaining  officer  staff.  Except  for  groups  organized  at 
the  company  level,  few  of  the  formally  constituted  wives  groups 
included  wives  of  enlisted  soldiers.  By  this  time,  the  ’'family 
support  group"  (PSG)  concept  had  been  generally  popularized  and 
actually  institutionalized  at  several  posts.  When  present,  they 
were  organized  around  tha  battalion,  usually  with  additional 
company  groups  each  of  which  had  representatives  ^t  the  battalion 
oeetings.  h  major  obstacle  to  getting  many  wives  to  the  nestings 
was  their  difficulty  finding  or  affording  adaquats  child  care 
services  and  facilities. 


By  Phase  Three,  the  numters  of 
enlisted  and  HCOs)  who  reported  that  they 
formal  wives  group  and  who  did  not  know 
(about  40$  of  our  interviewees)  continued 


individuals  (wives  of 
were  not  members  of  any 
about  any  such  groups, 
to  be  surprising.  Most 


enlisted  wives  expressed  tha  idea  that  it  was  an  NCO  or  officer 
wives'  prerogative  or  responsibility  to  organize  and  sat  up  such 
groups  and  functions.  On  the  ether  hand,  about  half  cf  these 
reported  being  part  of  informal  groups  of  wives  which  were  eftsa 
but  not  always  organized  around  the  company.  These  groups  were 
usually  organized  by  one  or  more  women  who  were  simply  interested 
in  doing  things  with  other  unit  wives.  They 
all  soldier  ranks  (companies  frequently  have 
married  officers). 


involved  wives  of 
only  one  or  two 


When  wives  groups  were  supported  by  the  company  leadership, 
they  were  especially  effective  in  enhancing  mutual  support 
networks  among  tha  wives  and  engendering  positive  feelings  about 
the  unit.  Support  from  company  leadership  included  assisting 
with  duplication,  ensuring  -  re presentatives  had  time  with  the 
first  sergeant  to  obtain  training  schedules  and  names  of  new 
soldiers  and  wives,  providing  meeting  rooms,  advertising  wives 
meetings  and  activities.  Members  of  such  groups  always  reported 
numbers  of  examples  of  how  they  helped  each  other  and  how 
important  such  help  and  their  friends  were.  On  the  enlisted 
side,  the  perception  that  the  unit  cares  about  them  (expressed 
through  newsletters  and  at  least  one  personal  phone  call)  was  as 
Important  for  ensuring  that  the  wife  had  a  positive  attitude 
about  the  unit  and  the  Army  as  Joining  a  formal  wives  group. 
Some  described  other  informal  groups  which  were  not  related  to 
the  Army  (e.g.,  wives  around  where  they  lived,  church  groups, 
eta.)  which  were  also  especially  effective  in  providing 
friendship  and  support.  Following  return  to  CQMOS,  many  women 
expecced  that  it  would  be  more  difficult  to  get  together  because 
they  were  more  spread  cut.  However,  some  of  the  company  level 
wives  groups  which  had  functioned  closely  in  OCOtIUS  had  already 
held  meetings  in  the  States. 
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la  11  of  Cha  14  battalloasi  aanior  leadara  reportad  that 
aithar  they  or  thalr  vrlvaa  ware  rasponaihla  to  anaura  that 
enllatad  wivaa  ware  orgaalzad.  In  aplta  oC  thia  foroal  aophaaia 
on  organizlDg  wivaa,  few  of  the  offlcara*  wivaa  in  about  half  the 
battaliona  ware  awara  of  how  enliatad  wivaa  ware  organized.  Moat 
preaumed  that  tha  aaaior  NCO'a  wivaa  arranged  or  guided  auch 
organization.  V«  found  generally  little  ooordination  aoong 
offioar,  NCO  and  enliatad  wivaa,  tha  exception  to  thia  oocurring 
aoong  thoaa  wives  involved  at  the  ooopany  level. 

Fraternization  continued  to  be  reported  in  aooa  units  aa  a 
reason  for  not  aaaociating  with  other  wivaa.  It  is  not  claar  to 
ua  whether  thia  waa  uaad  aa  an  excuse  for  failing  to  gat 
together,  whether  husbands  feared  negative  conaequencas  (aa  aooe 
wives  reported),  whether  it  represents  r.  statament  of  diacoofcrt 
with  perceived  claaa  diffarencea,  or  whether  those  wives  actually 
believed  auch  socialization  to  be  illegal.  At  any  rate,  there 
often  seesed  to  be  strong  sanctions  against  nixing  of  wives 
across  ranks  of  their  husbands.  These  barriers  were  noticeably 
absent  when  groups  of  wives  organized  within  the  platoon  or 
eonpany  or  outside  of  the  foraal  wives  group  structure. 

Morale  larues 

At  the  tine  of  tha  Phase  One  interviews,  most  wives  we  spoke 
with  had  heard  that  they  would  be  moving  as  part  of  the 
battalion.  Still,  a  number  did  not  know  that  they  were  going, 
and  a  few  indicated  that  their  husbands  had  not  made  a  final 
decision  to  transfer  overseas  (even  though  they  probably  had  no 
choice).  One  concern  of  these  wives  at  the  time  was  tha  impact 
of  battalion  rotation  on  their  husband's  career.  Many  believed 
that  they  would  be  "locked  in"  to  a  unit  with  limited  ohances  for 
promotion  (again,  this  is  a  COHORT  issue).  Also,  in  some 
battalions  soldiers  who  declined  to  remain  with  the  battalion  had 
to  sign  a  bar  to  re-enlistment. 

Two  major  morale  issues  raised  by  wives  ware  not 
speoifically  related  tg  battalion  rotation.  These  wars 
’’perceived  meaningfulness  of  husband’s  duty"  and  'predictability 
of  his  work  hours."  'i^ives  will  support  long  hours,  but  only  when 
they  believe  that  soldiers'  time  is  well  spent.  Many  complained 
that  their  husbands  ware  attending  to  "busy  work"  during  parts  of 
the  duty  day,  and  then  must  wait  around  at  the  end  of  the  duty 
day  for  a  formation  which  only  tells  them  what  time  to  report  the 
next  day.  In  many  units  soldiers  were  held  lata  for  arbitrary 
reasons;  this  was  often  coupled  with  resistance  to  allowing 
soldiers  to  call  home  to  explain  that  they  would  be  late. 

Most  wives  genuinely  looked  forward  to  the  battalion 
moves.  They  reportad  that  they  expected  to  be  wall  eared  for  by 
the  Army,  the  unit,  and  especially  by  other  wives.  Moving  with 
intact  families  was  "great,"  and  traveling  with  friends  would 
provide  them  help  in  case  of  problems.  In  eases  where  a 
particular  wife  expressed  doubt  about  the  move  other  wives 
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fr«(ju«nti/  triad  to  eonvtnce  her  of  tha  oarlta  of  going  ovaraaas 
as  a  group.  Tha  Idaa  that  "Wa  will  do  this  togathar,  h/  helping 
aaoh  other"  was  axprassad  often  before  and  aftar  the  oova. 

In  this  battalion  rotation  process  a  nunbar  of  wives  of 
lower  ranlting  soldiers  ware  now  eligible  to  bovo  with  the 
battalions.  These  woaen  are  naturally  soaawhat  younger  than  the 
average,  and  as  suoh  represented  a  high  risk  group  for  probleos 
of|  all  kinds.  The  fine  support  provided  one  another  by  unit 
wives  seeas  to  have  -prevented  untoward  problems  in  this  younger 
group. 

Sponsorship  of  incoaing  faallies  was  *  problsnatiu  during 
Phases  One  and  Two  for  all  battalions.  (This  oontlnues  to  be  an 
area  in  which  the  Aray  can  iaprove).  Officers'  wives  ware 
generally  well  taken  eare  of,  and  NCO  wives  frequently  (but  less 
than  half)  had  a  "sponsor”  to  show  theo  around  and  help  them  in 
the  first  few  days  at  a  new  post.  It  was  rare  for  any  enlisted 
wife  to  report  that  anyone  from  the  military  contacted  her  during 
this  oriticai  tlae.  Exceptions  to  this  occurred  only  when  saall 
groups  of  wives  organized  themselves  at  the  platoon  level,  or 
when  a  particularly  active  wife  of  a  small  unit  leader  (usually 
at  platoon  level,  often  from  a  company)  made  it  a  point  to  ensure 
that  such  contact  v.on.acts  at  the.  pxato'^n  ^evel 
usually  resulted  in  long-term  relationships  between  wives. 

Among  rotating  battalions  at  Phase  Three  the  large  majority 
(about  80  percent)  of  wives  reported  having  had  a  sponsor. 
Generally,  these  were  reported  to  have  provided  outstanding 
assistance,  although  a  number  reported  sponsor's  perfornanoe  was 
perfunctory  or  non-existent.  By  that  time,  many  of  the  wlo-aa  who- 
had  remained  active  la  recruiting  and  organizing  formal  support 
groups  b«gan  to  experience  frustration  duo  to  the  difficulty  of 
dealing  with  "uninterested"  wives,  the  difficulty  la  getting 
information  disseminated,  and  their  own  anger  at  the  changes  in 
pollcy/inrormatian  which  they  themselves  had  to  explain  and  deal 
with.  In  spite  of  this,  their  commitment  was  remarkable  and  the 
majority  of  wives  (we  estimate  over  90)>)  ware  informed  well  about 
the  mechanics  of  the  rotation.  Nevertheless,  few  wives  had  any 
idea  of  what  COHORT  was  or  what  the  rationale  was  for  stabilizing 
battalions  and  moving  them  as  a  unit. 

The  Phase  Three  interviews  indicated  that  from  an 
organizational  perspective,  the  battalion  moves  were  conducted 
very  well.  The  moving  and  inprocessing  support  provided  the 
arriving  battalions  was  superior  to  that  given  to  soldiers 
arriving  as  individual  replacements.  The  major  problems  which 
were  experienced  involved  assignment  of  housing  (and  certain 
associated  pay  problems)  and  beliefs  about  unfair  (unequal) 
treatment.  The  housing  issue  seems  to  have  had  its  genesis  in 
prooi5«5  n-  inferences  made  about  uhct  vc-uld  be  available,  or 
what  would  be  done  to  support  the  arriving  famllie-*.  Many 
believed  that  they  would  have  immediate  access  to  government 
housing,  or  at  least  an  abunda-ce  of  affordable  housing  on  the 
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«conoay  near  post.  ’  Each  po.at  hcindled  the  housing  Issue  socaewhat 
dlfferaatly,  usual!/  providing  thi<i  saae  nuober  of  housing  units 
to  the  incoBing  battalion  as  vas  vacated  b/  the  outgolug 
battalion.  Man/  families  were  thus  able  to  move  into  quarters 
ir.mediately .  This  seemed  "fair"  to  the  arriving  battalions,  but 
terribly  unfair  to  other  community  members  who  had  been  waiting 
as  long  as  18  months  for  that  housing. 

At  least  one  community  held  vacant  housing  open  for  up  to 
four  months  to  accommodate  the  arriving  battalion.  It  also 
assigned  a  sister  battalion  to  sponsor  the  new  battalion,  and 
detailed  the  sister  battalion  to  perform  a  variety  of  tasks  not 
normally  expected  of  sponsors  to'  support  the  newcomers.  Sponsors 
resented  this  extraordinary  treatment  they  were  forced  to  render, 
and  considerable  anger  was  generated.  The  arriving  battalion 
subsequently  was  unjustly  blamed  for  a  variety  of  ills  in  the 
oomnunity.  At  the  same  time,  the  arriving  battalion  believed  it 
had  not  received  a  "fair  share,"  since  members  believed  they  had 
been  promised  more  than  they  had  received.  Although  a  severely 
disruptive  problem  was  found  in  only  one  community,  it  is 
r‘(  presentativrt  of  the  more  general  situation  in  which  morale  was 
affected  by  expectations  and  information  dissemination  which  went 
awry.  The  problem  stemmed  from  expectations  that  were  set  too 
high  due  to  misinformation  cr  changed  information,  and  the 
different  circumstances  of  each  community.  One  overseas 
community  was  believed  to  have  bad  newly  constructed  'aouslng 
available  for  the  arriving  battalion.  This  tpecarn''^  th  "standard" 
against  which  all  others  assessed  their  own  treatment. 
Maturally,  none  could  match  this,  and  having  to  find  housing  on 
the  local  economy  contributed  to  others'  feelings  of  deprivation. 

In  spite  of  the  fact  that  all  members  of  the  rotating 
battalions  received  a  considerable  amount  of  special  treatment 
(extra  time  on  the  housing  list,  weekend  inprocessing ,  room 
reservations,  buses  to  meet  them  at  the  airport,  ground 
transportation  after  arrival,  etc.},  the  general  perception  was 
that  they  did  not  receive  any  special  treatment.  In  fact,  one 
reported  that  they  should  have  received  preferential  treatment, 
because  "...we  are  COHORT  and  CORCHT  is  supposed  to  be  special." 

A  few  spouses  expressed  concern  about  possible  negative 
reactions  from  other  community  residents  directed  at  members  of 
the  battalions  rotating  OCONUS.  This  concern  arose  from  those 
women  who  had  had  negative  experiences  as  part  of  COBORT  company 
rotation  (e.g.,  they  described  how  family  members  of  some  COHORT 
units  were  ostracized  by  other  residents  due  to  the  special 
privileges  they  received).  Several  such  problems  did  occur,  but 
in  only  one-  community  were  they  serious. 

\ 

Tho  rotation  did  confer  hardships  on  a  limited  nunSor  of 
soluiers  and  families.  Tbeso  were  people  who  were  assigned  to  a 
rotating  battalion  overseas,  and  who  thon  had  to  return  to  COHOS 
(sometimes  to  the  same  location  they  had  left)  with  the  battalion 
in  as  little  as  10  months.  Some  of  these  soldiers  had  sold  their 
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homes,  and  their  wives  had  given  up  good  Jobs.  Although  the 
number  of  affected  individuals  was  not  large,  this  represents 
military  personnel  deoisions  at  their  worst.  Overall,  however, 
wives'  high  expectations  were  met  ana  they  were  extremely  pleased 
with  the  move  and  the  care  they  received. 

Sponsorship  continued  to  be  a  problem  for  some  families, 
especially  those  returning  to  COHOS,  with  wives  of  enlisted  and 
NCOS  alike  oomplaiaing  that  no  one  met  them,  and  although,  most 
had  a  sponsor,  a  large  minority  said  "we  were  on  our  own."  The 
advanced  parties  (whether  or  not  formally  assigned  as  sponsors) 
apparently  did  provide  considerable  help  to  most  new  arrivals. 
Another  aspect  of  sponsorship  which  was  not  managed  well  was 
standardization  of  expectations  and  responsibilities  of  the 
sponsors.  These  varied  considerably  among  the  communities.  In 
some  cases  sponsors  were  expected  to  provide  so  much 
extraordinary  support  that  resentment  and  anger  was  bound  to 
develop.  Is  other  cases,  sponsors  did  very  little,  and  had  no 
guidance  on  wnat  was  expected  of  them. 


Selection  of  NCOs  to  remain  in  or  Join  the  battalion  (and 
rotate  OCQHUS)  was  also  handled  differently  among  the 
battalions.  Host  required  all  eligible  HCOs  to  accompany  the 
battalion  or  sign  a  bar  to  reenlis tme nt .  One  battalion  sought 
volunteers  from  throughout  the  division.  This  battalion  reported 
having  no  difficulty  filling  its  slots,  and  also  had  none  of  the 
anger  seen  among  the  HCOs  in  other  units  who  felt  coerced  into 
remaining  with  or  joining  the  battalion.  HCOs  who  felt  coerced 
were  angry  even  if  they  stated  that  they  otherwise  wanted  to  move 
OCOHUS  in  the  first  place.  Wives  shared  this  anger. 

Language  training,  a  tool  which  could  help  wives  feel  better 
adapted  co  their  overseas  environment,  was  generally  not 
available.  Mast  wives  had  been  offered  the  opportunity  to  attend 
such  classes  in  CO.NOS  prior  to  the  move. 


Community  Kffeets 


"Lessons  Learned"  from  previous  oompany  rotations  were  available 
in  the  fora  of  WHAXH  Technioal  Reports,  but  these  were  apparently 
not  used  above  battalion  level.  For  example,  oompany  rotation 
clearly  demonstrated  the  development  of  negative  community 
attitudes  toward  arriving  units  which  received  special  treatment, 
or  were  perceived  as  receiving  special  treatment.  There  was 
little  effort  to  incorporate  this  information  in  rotation  plans 
in  a  manner  which  would  mitigate  the  development  of  such 
community  attitudes. 


A  problem  frequently  reported  by  wives  fro-m  all  units 
concerning  the  large  influx  of  people  assooiated  with  battalion 
rotation  was  the  impact  on  health  care  facilities.  Reports  of 
three  month  waiting  periods  for  an  appointment  at  the  OBUl'N 
clinics  were  common.  One  wife  stated,  "By  the  time  ve  get  an 
appointment  we're  pregnant  again." 
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At  PHasa  Oae  thera  was  no  eoasolldatlor.  of  plans  cr 
inforsaClon  amon;  tha  dl7ial«a  staffs  assoclatad  with  tha 
rotatins  battalioas,  or  among  the  eommunltias  which  wara 
supporting  thas.  (Saoh  rotating  battalion  did  work  olosaly  with 
tha  unit  with  whioh  it  was  trading  plaeas,  Including  axohanga 
visits  by  soldiers  and  soma  wives.)  Each  division  and  rotating 
battalion  developed  its  own  plans  and  information  pamphlets,  in 
spite  of  the  faot  that  most  of  the  efforts  and  ioformatlon  ware 
tha  saoo  regardless  of  tha  unit  involved.  Each  community  did 
have  a  parson  (typically  within  the  DPCA)  who  had  primary  staff 
responsibility  for  coordinating  battalion  rotation.  Those 
individuals  should  have  established  and  maintained  coomusication 
across  eommunitias.  Since  tha  coordinating  staff,  of  the  OPCA 
from  at  least  two  major  posts  had  not  received  FSG  guidelines,  it 
appoars  that  RQDA  policy  guidance  was  not  effectively 
distributed.  The  source  of  this  "shortfall'*  was  due  to  the  lack 
of  effective  relationships  between  division  and  community  staffs. 

There  was  also  so  coordination  between  community  support 
agencies,  and  tha  various  wives  groups  in  COHUS  communities. 
Again,  this  should  have  been  coordinated  by  the  person  with  staff 
responsibility  mentioned  above.  This  continued  until  Phase  Two, 
by  which  time  most  such  coordination  would  have  been  too  lata. 
At  that  time,  the  community  agencies  believed  that  they  could 
handle  the  move  with  little  interruption  in  basic  serviees.  Some 
(such  as  the  Army  Community  Service  Lending  Closet)  ware 
begicniog  to  expand  their  capabilities  and  supplies. 

At  the  Phase  Two  interviews,  most  plans  for  the  rotation  had. 
been  implameoted.  PCS  orders  had  been  processed,  and  decisions 
concarning  leaves,  etc.  had  been  made.  Disruption  of. community 
services  did  not  occur.  By  Phase  Three  there  were  a  number  of 
misperceptions  concerning  the  availability  of  such  serviees.  For 
example,  in  one  community  ACS  received  new  supplies  especially 
for  Che  arriving  battalion,  but  was  incorrectly  believed  to  have 
reserved  those  items  only  for  that  battalion.  Housing  offices 
ware  believed  to  have  actually  moved  families  out  of  housing  to 
make  room  for  the  arriving  battalions..  There  was  no  basis  in 
fact  for  these  beliefs,  but  they  were  a  source  of  considerable 
anger  and  resentment  in  the  communities. 

Summary  and  Re.ccmsmdat ions 
rnforaation  Dissemlnacloo 

Considerable  efforts  were  expended  by  each  rotating 
battalion  to  provide  family  members  Information  about  the  move 
and  its  implications  for  the  family.  Tet  many  wives  lacked 
knowledge  and  understanding  of  the  battalion  rotation  program. 
Thi-s  was  a  persistent  problem  that  continued  to  cocur  in  spite  of 
comprehensive  efforts  on  the  part  of  each  battalion  to  provide 
Informatics  to  thssa  spouses.  infersatton  dissemination,  when 
associated  with  the  active  support  and  involvement  of  company 
level  leadership,  was  very  effective. 
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Wa  racoomand: 


o  Realistic  axpactatioaa  regarding  unit  rotation  should  be 
sat  in  live  with  what  can  reasonably  be  dalivarad. 
While  this  goal  can  never  be  oat  toto .  military  and 
community  commanders  should  maWe  better  use  of  various 
installation  information  media  to  increase  awareness, 
foster  commitment,  and  dispel  deleterious  rumors. 

o  Information  sharing  across  unit  boundries,  and 

dissemination  of  after  action  reports  must  be  improved. 

o  Contact  should  be  maintained  with  spouses  who  are 

connected  with  the  unit,  even  when  those  spouses  are  not 
living  in  proximity  to  the  unit  in  order  to  ensure  that 
they  continue  to  believe  that  they  are  part  of  the 

military  community. 

o  A  clear  definition  of  fratarnization  should  be 

promulgated,  perhaps  through  an  Army  White  Paper. 

o  Local  news  media  (e.g.,  FAQ)  should  be  used  to  provide 
greater  coverage  and  information  concerning  the  facts 
and  process  of  unit  rotation.  Such  coverage  should  not 
characterize  the  rotating  unit  as  "special,"  nor  should 
it  characterize  the  treatment  they  receive  as  special. 

Wives  Groups 


Organization  of  spouses  in  a  battalion  was  generally  from 
the  top  down,  i.e.,  a  small  group  of  dedicated  officers'  wives 
serves  as  a  catalyst  for  meetings,  letters,  eto.  A  relatively 
small  proportion  of  enlisted  wives  participated  in  these 
activities,  and  this  limited  participation  was  in  part  due  to 
reticence  or  discomfort  on  the  part  of  enlisted  wives. 

Each  of  the  wives  groups  had  developed  a  newsletter  of  some 
sort  for  all  battalion  wives.  But  there  were  no  attempts  to 
bring  wives  or  the  various  rotating  battalions  together  to 
incorporate  wives  into  the  battalion  rotation  planning  process  or 
to  establish  communication  among  them  in  order  to  allow  sharing 
of  information  or  ideas.  Host  programs  to  organize  wives  were  at 
the  battalion  level.  Attempts  to  organize  wives  within  company 
sized  units  were  consistently  successful  rs  well  as  the  most 
supportive  of  the  wives. 

We  recommend: 

o  Wives  groups  should  continue  tc  be  encouraged,  but 
through  organization  at  the  company  level.  They  should 
be  organized  in  a  way  that  allows  any  wife  of  any  rank 
soldier  to  "run"  them.  Their  voluntary  nature  should  be 
emphasized. 
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0  Battalion  le7al  wlvas  groups  should  serra  to  eapowar  and 
support  tha  company  leval  groups.  Company  level  groups 
can  be  most  affactire  in  supporting  wives  during 
daployaants,  ate. 

o  Informal  groups  of  wivas,  even  those  with  maobarship 

outsida  tha  company  or  larger  unit,  should  be  anoouragad 
in  the  same  way  as  formal  groups  tiad  to  the  unit. 

1 

o  Military  u4ita  (company  sized)  should  be  resourced  to 

allow  them  adequate  mall  list  management.  As  a  minimum, 
this  should  includa  micro  computer  support. 

o  Each  (company  sized)  unit  commander  should  ensure  that 
reprasentativas  of  wives  groups  hava  quality  time 
scheduled  with  the  unit  first  sergeant  each  month.  This 
is  to  monitor  new  arrivals  and  ensure  adequate  early 
sponsorship. 

Morale 


Moat  of  the  complaints  which  wives  did  express  were  not 
directed  at  their  battalion,  and  did  not  relate  to  COHORT  or 

battalion  rotation  speoific  Issues.  The  majority  of  wives 
appreciated,  the  move,  were  enthusiastic  about  it  and  reported 
that  traveling  with  friends,  as  a  group,  w.as  superior  to  moving 
on  their  own. 

There  was  much  concern  among  wives  of  the  rotating 
battalions  about  issues  such  as  bousing,  finding  facts  about  the 
rotation,  and  any  negative  Impact  of^battalion  rotation  on  their 
husband's  'careers  (the  latter  is  actually  a  COHORT  issue). 
Installation  communication  media  were  not  well  used  to  publicize 
accurate  information  at  each  military  .base,  or  to  help  dispel 

negative  rumors  and  misperceptions  affecting  morale. 

We  recommend: 

0  Travel  of  wives  with  the  unit  and  their  husbands  was  a 
very  positive  experience  which  should  be  used  whenever 
possible. 

0  Providing  preferential  treatment  of  any  kind  for  any' 
group  is  likely  to  cause  greater  morale  problems  than 

any  other  solution  to  the  problem.  Such  treatment  must 
be  eliminated  in  every  case. 

0  Military  leaders  at  every  level  should  seek  ways  to 

reduce  unpredictable  and  unnecessarily  long  ("make 
work")  hours  for  soldiers. 

0  Child  care  facilities  (availability  and*  hours)  must  be 
expanded  if  organization  and  integration  of  wives  is  a 
priority  goal. 
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Comnunlty  laauea 

Each  of  tbo  oilltary  ooinciuaitiea  dovalopad  a  raasooabla  plan 
to  handle  the  rotation  of  battallona  In  and  our  of  the 
oommunity.  Sharing  of  oooaunlty  support  plans  across  military 
oonmunltlas  was  non-axlstant .  Each  oommunity  faced  essentially 
the  same  problems  to  help  the  departing  battalions  and  to 
Integrate  the  rotating  battallona  which  arrived)  and  each 
community  developed  comprehensive  plans  which  allowedi  It  to 
handle  the  large  influ"  'nd  departure  of  soldiers  and  families. 

Each  division  he.  rters  Independently  developed  a  plan  to 
rotate  Its  arriving  and  uspartlng  battalions.  There  were  many 
comaonalltles  In  these  plans,  although  each  handled  military 
leave,  shipment  of  vehicles,  port  call,  etc.,  according  to  its 
own  design.  There  was  relatively  little  early  coordination 
across  divisions,  and  no  attempt  to  develop  a  worlcable  plan  that 
all  could  contribute  to  and  follow.  This  resulted  in  a 
considerable  duplication  of  effort  by  staff  in  each  division. 

We  recommend: 

o  Training  In  organizing  and  leading  voluntary  groups 
should  be  provided  to  Interested  wives. 

o  Responsibilities  of  sponsors  should  be  specified  for  the 
Army  as  a  whole.  tJnlt  and  Individual  movements  would 
thereby  be  enhanced.  Homlnal  re muiieratloo  of  sponsors 
for  certain  specified  tasks  should  be  considered. 

o  Spouses  assigned  overseas  must  be  accorded  the 
opportunity  to  attend  language  training  courses  In  the 
overseas  location. 

o  Standardization  or  sharing  of  community  support  plans  to 
handle  rotating  units  of  any  size  should  be  Implemented. 
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LIEUTENANT  COLONEL  ADAMS,  ODCSPER 
SUBJECT:  Comparative  Wartime  RepTacament  Systems 


1.  Purpose:  To  summarize  the  attached  manuscript,  ‘Comparative  Wartime 
Replacement  Systems." 

2.  Introduction; 

a.  The  US  Amy  has  moh  each  conflict  It  fought.  But,  each  time,  the 
things  that  were  not  done  well  became  the  focus  of  later  studies.  Despite  Its 
victories,  one  key  area  In  which  the  US  Army  has  never  done  well  has  been  the 
provision  of  replacement  personnel  to  combat  units. 

b.  After  each  American  conflict,  the  question  of  personnel  repTacaaent 
received  serious  study.  For  example,  years  of  Congressional  hearings  followed 
the  Civil  War  and  extensive  studies  such  as  the  report  of  the  Replacement  Board 
were  conducted  after  the  Second  World  War.  Further  efforts  were  done  after  the 

-  Korean  and  Vietnam  Wars. 

c.  In  each  case,  post-war  studies  were  critical  and  found  serious 
shortcomings  In  replacement  procedures.  However,  victory  each  time  obscured 
the  urgency  of  the  lessons  to  be  learned.  For  this  and  other  reasons, 
substantive  Improvement  has  never  been  made.  The  attached  manuscript 
represents  one  more  attempt  to  focus  on  a  serious  problem  that  has  wide- 
reaching  Implications. 

3.  Methodology  and  Scooe: 

a.  Using  a  case  study  approach,  the  paper  examines  personnel  replacement 
during  high-intensity  combat  because  an  effective  replacement  system  Is  one 
that  can  transition  from  peacetime  operations  to  support  large-scale  . 
raobiliratlon  and  then  sus^ln  heavy  casualties  over  a  prolonged  period.  If  a 
■system  can  meat  these  demands.  It  can  support  low-intensity  conflicts. 

b.  Replacement  systems  exist  to  sustain  unit  combat  power.  As  defined  by 
the  new  version  of  FM  lQQ-5,  combat  power  depends  on  key  ingredients  of 


Cammiaai  at  ExccSeace  sa  Dcfesse  of  tbc  iVanbir 
19dl  -  1986 


08-2B1  11  November  1986 

SUBJECT:  Comparative  Wartime  Replacement  Systems 

maneuver,  firepower,  protection,  and  leadership.  However,  the  current 
definition  of  combat  power  omits  the  key  ingredient  of  unit  cohesion  and  it  is 
through  this  factor  that  replacement  systems  support  combat  power. 

c.  Cohesion  is  best  examined  through  primary  and  secondary  groups. 

Primary  groups  range  from  crew  through  platoon;  they  fight  the  battle  and  do  so 
best  when  their  members  are  closely  bonded  to  each  other.  Attention  is 

paid  today  to  the  importance  of  primary-group  bonding.  However,  the  Army  sees 
the  problem  largely  as  one  of  leadership  and  Is  just  beginning  to  examine  the 
secondary  groups'  role. 

d.  Secondary  groups  support  leadership  efforts  by  linking  primary  groups 
stT’tfcturanv  to  institutional  goals  and 'there  are  key  differences  in  how  the 
secondary  group  is  defined.  Whereas  Americans  noted  the  Amy  itself  or  the 
nation-at-Targe  as  being  the  secondary  group,  British  and  Canadian  analysts 
focused  on  the  secondary  group  roles  of  companies,  battalions^  and  regiments. 
This  emphasis  provides  direct,  institutional  linkage  between  the  nation/army 
and  the  primary  group  and  it  greatly  eases  the  role  of  leadership. 

e.  The  study  covers  ISO  years  from  1795  through  1945  —  the  French 
Revolutfonary/Napoleonic  Wars  to  the  Second  World  War,  This  is  when  major 
conflicts  occurred  and  it  is  long  enough  to  provide  historical  perspective. 

The  study  is  limited  to  infantry  replacesent  because  this  is  common  and  the 
ability  to  provide  large  quantities  of  in^ntrymen  has  always  been  the  most 
difficult  problem. 

f.  The  study  examined  the  American  experience  in  the  Civil  War,  the  First 
-  World  War,  and  the  Second  World  War.  This  had  already  been  done  but,  limited 

to  American  efforts,  earlier  studies  focused  on  details  rather  than  on 
fundamental  principles.  To  examine  such  principles,  this  study  included 
selected  foreign  experiences  such  as: 

1)  French  efforts  in  the  Napoleonic  Wars  and  the  First  World  War. 

Z)  British  experiences  during  the  Napoleonic  Wars,  the  First  World 
War,  and  the  Second  World  War. 

3)  German  efforts  during  the  First  and  Second  World  Wars, 

4)  The  Japanese  experience  during  the  Second  World  War. 

g.  Significant  differences  in  philosophy,  structure,  and  articulation 
emerged  between  the  American  replacement  system  and  its  foreign  counterparts  by 
the  beginning  of  the  Second  World  War. 
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4-.  The  Nineteenth  Century: 

a.  Nineteenth  century  replacement  systems  were  designed  to  support 
maneuver  or 'mobile  warfare.  Tactical  organization  was  flexible;  as  units 
declined  In  strength,  they  were  combined  with  nice  units  to  form  maneuver 
formations  of  the  •right"  size.  For  example,  Napoleonic  regiments  fought  with 
3  -  4«  battalions.  But  If  the  reglmerrC  contained  only  enough  men  to  fill  2 
battalions.  It  was  combined  with  another  to  form  a  4-battal1cn  "deml -brigade" 
that  maneuvered  as  if  it  were  one  regiment.  However,  each  rump  regiment 
retained  Its  own  leadership.  Identity,  and  cohesion.  Similarly,  Union  brigades 
during  the  Civil  War  contained  between  3  and  13  regiments  based  on  the  sizes  of 
the  Individual  units. 

b.  Tactical  units  developed  combat’  power  by  emphasizing  primary  group 
bonding  based  on  secondary  group  cohesion.  Unit  size  was  not  deemed  critical 
to  combat  power  —  what  mattered  was  unit  cohesion.  The  philosophic  emphasis 
was  on  man  as  a  member  of  a  community  rather  than  on  man  as  an  Individual. 

c.  Men  were  provided  to  combat  units  only  at  the  entry  level  and  regiments 
found  specialists  and  NCOs  from  their  ranks.  Rarely  were  men  brought  from 
outside  the  unit  family  to  lead  primary  groups.  Also,  as  trained  Infantrymen, 
specialists  could  be  used  as  such  when  required. 

d.  Replacement  was  decentralized.  Except  In  the  American  case,  each 
regiment  was  supported  by  an  oroanic  depot  at  home.  Here  recruits  were 
enlisted  or  conscripted  —  usually  from  the  depot's  region  —  and  here  they 
were  given  basic  training  by  members  of  the  regiment.  This  focused  as  much  on 

•  regimental  socialization  as  It  did  on  military  skills.  Replacements  then  were 
shipped  forward  In  drafts  of  varying  size  under  regimental  leadership  —  Hen 
never  moved  as  Individuals.  Once  In  the  field,  the  replacement's  prior 
membership  In  the  regimental  family  gave  him  familiarity  and  enabled  his 
acceptance  by  veterans  as  a  “younger  brother." 

e.  In  the  field,  unit  strength  was  the  colonel’s  responsibility  ~  iust  as 
was  unit  training.  Colonels  dealt  directly  with  their  depots  and  left  generals 
and  their  staffs  to  concentrate  on  operational  matters. 

5.  The  Twenti eth  Century: 

a.  The  First  World  War  was  pivotal  In  American  replacement  development. 

The  objective  then  was  not  to  create  combat-effective  units  but  quickly  to 
mobilize  and  field  a  huge  force  to  give  Fresident  Wilson  the  clout  to  dictate 
the  peace.  Supporting  a  small,  readiness-based  Regular  Army,  peacetime 
replacement  machinery  was  clearly  Inadequate  so  new  procedures  had- to  be 
i_-  jav:.r:iT  factors  dictated  the  course  of  development: 
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1}  The  ?trst  World  War  was  an  anoooly  In  that  It  was  a  positional  war 
—  the  only  time  where  specific  unit  strength  seemed  to  matter.  It  was  a 
simple  mathmetlcal  formula,  a  unit  not  large  enough  when  It  crossed  the  line  of 
departure  had  Insufficient  strength  to  gain  the  enemy's  trench  systems  and 
consolidate  Its  position. 

2)  Huge  casualties  caused  the  British  ana  the  French  (but  not  the 
Germans)  to  abandon  their  nineteenth-century  regimental  depot  systems  by  1917. 
The  new,  centralized  systems  were  those  closely  noted  by  American  observers  who 
could  not  see  that  the  Germans  made  the  regimental  depot  system  sufficiently 
flexible  to  sustain  their  war  effort. 

3)  The  First  World  War  occurred  Just  as  the  American  managerial 
revolution  was  In  Its  Infancy.  As  with  new  movements,  Its  promise  was  greater 
than  the  results  It  could  achieve.*  The  factory  model  assembly  line  and  new 
principles  of  rational,  objective  management  seemed  to  provide  the  tools 
necessary  to  create  the  new  forces. 

b.  The  new  American  replacement  System  focused  only  on  mobilization  and 
placed  heavy  emphasis  on  cha  proper  classification  and  use  of  each  individual 
rather  than  on  the  unit.  It  accomplished  mobilization  but  was  not  tested  In 
sustainment  —  the  war  was  over  before  American  units  received  prolonged  combat 
exposure. 

c.  After  the  First  World  War,  the  British  rejected  their  centralized 
system  and  returned  to  the  regimental  depot  nodal'  that  the  Germans  never 
abandoned.  As  a  result,  the  British,  Germans,  and  Japanese  all  fought  the 
Second  World  War  with  Individual  replacement  systems  firmly  based  on  the 
nineteenth  century  regimental  depot  model.  In  these  systems; 

1)  Wartime  procedures  were  Identical  to  peacetime  —  with  Just  an 
expansion  In  scale.  Bach  foreign  system  transitioned  smoothly  from  peace 
through  mdblllzatlon  to  sustainment. 

2)  Tactical  organization  was  flexible,  often  deviating  from  that 
officially  specified.  Although  authorized  four  rifle  companies,  British 
battalions  reorganized  Into  fewer  companies  as  their  strengths  declined  —often 
being  only  company-sized  when  pulled  for  reconstitution.  Thair  secondary  group 
cohesion  enabled  them  to  continue  effective  combat  service  despite  70  percent 
losses. 


3)  Unit  strength  was  deemphaslzed  and  the  focus  returned  to  unit 
cohesion.  Authorized  130  men,  the  typical  German  Infantry  company  had  only  80 
by  the  winter  of  194.1  and  German  units  couldn't  requisition  replacements  until 
at  least  15  percent  below  authorization. 


43 


0B>2B1  II  November  1986 

SUBJECT:  Comparative  Wartime  Replacement  Systems 


4)  Hen  were  recruited,  trained,  and  socialized  by  a  rear  echelon  of 
their  combat  unit.  Training  was  done  by  men  drawn  from  the  unit  family. 

5)  Men  were  shipped  forward  in  packets  oV  variable  size  under  leaders 
belonging  to  their  unit.  Further  training  occurred  at  each  pause. 

6)  Prior  socialization  into  the  regiment  —  the  secondary  group  — 
eased  integration  into  primary  groups.  The  leadership  burden  was  reduced  and' 
reconstitution  could  be  done  from  a  smaller  unit  core. 

7)  Men  were  provided  only  at  the  entry  level.  Battalions  promoted 
iNCOs  and  selected  veterans  for  specialist  training.  A  battalion  of  the  Irish 
Guards  missing  a  mortar  sergeant  merely  requisitioned  “Irish  Guardsman,  one 
each"  —  thus  easing  replacement  complexity.  The  return  of  veteran  riflemen 
for  specialist  training  combined  combat  relief  with  constructive  employment  a.id 
specialists  could  be  committed  with  confidence  as  riflemen. 

3)  Rotation  within  the  unit  family  was  possible  as  men  moved  be^ween 
the  combat  elements  and  the  training  elements  of  a  unit.  This  rested  veterans 
and'it  brought  the  latest. combat  information  back  to  the  training  base. 

Enroute  forward  again,  veterans  led  the  reolacement  packets. 

3)  Administration  was  decentralized.  Tactical  units  communicated 
directly  with  their  depots  and  this  reduced  staff/administrattve  positions. 

•  d.  The  Americans  placed  Increased  emphasis  on  the  individual  and  on 
managerial  efficiency  rather  than  on  unit  cohesion.  The  emphasis  on  the 
individual  actively  impeded  cohesion  because  it  encouraged  the  soldier  to  focus 
on  himself  instead  of  on  the  unit  cemmunity.  The  emphasis  on  "management"  led 
to  a  rigid,  overstructured ,  and  overcentralized  system  that: 

1}  Focused  on  inobll ization  rather  than  on  sustainment. 

2)  Aimed  to  maintain  unit  strength  even  though  it  was  recognized  that 
the  Second  World  War  would  be  a  maneuver  war.  Easily  measurable,  strength 
could  be  affected  by  sound  management  while,  as  an  intangible,  unit  cohesion 
was  forgotten.  Without  structural  support,  leadership  was  expected  to  bond  the 
primary  groups  and  translate  strength  into  combat  power. 

3}  Produced  specialized  soldiers  as  individual  spare  parts  In  an 
assembly-l ine  process.  American  riflemen  theoretically  were  not  interchangable 
with  machine-gunners  whereas  the  Germans  Just  had  infantrymen.  While  possibly 
appropriate  for  mobilization,  elaborate  classification  made,  the  system 
unresponsive  during  sustainment.  The  US  Army  had  some  802  distinct  specialties 
—  as  opposed  to  the  20  found  in  a  German  armored  division. 

4)  unsuccessfully  tried  to  provide  individuals  by  grade  and  narrowly- 
defined  specialty  through  an  intricate  requisitioning  process. 
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5)  Produced  too  many  specialists  and  a  critical  shortage  of  riflemen  by 

November  1944.  Through  late  1944,  Infantrymen  were  dregs  of  the  Army  rather 

than  Its  elite. 

6)  Shipment  of  Individuals  as  spare  parts  to  be  plugged  Into  unit 

vacancies.  Men  were  committed  to  combat  within  hours  of  Joining  strange  units, 

before  they  had  time  to  know  or  care  about  their  comrades. 

7)  No  rotation  policies.  Once  assigned  to  a  combat  unit,  an  enlisted 
man  gained  relief  only  through  death  or  hospitalization. 

e.  The  emphasis  on  the  Individual  was  carried  to  the  point  that  whole 
regiments  were  dissolved  to  provide  Individuals  to  fill  shortages  In  committed 
units.  More  than  anj'thlng  else.  It  probably  caused  the  low  volume  of  fire 
noted  by  S.L.A.  Marshall  and  William  OuPuy. 

f.  Judged  In  terns  of  unit  cohesion,  the  American  system  was  a  failure. 
Ironically,  It  was  equally  a  failure  when  Judged  by  Its  own  objectives  because 
Its  very  complexity  made  It  Impossible  to  maintain  units  at  strength.  American 
Infantry  companies  routinely  operated  with  strengths  no  greater  than  their 
foreign  counterparts,  A  huge  price  was  paid  for  a  goal  that  was  Irrelevant  to 
combat  power. and  couldn't  be  achieved  anyway. 

6.  Findings: 

a.  All  replacement  systems  (except  those  used  by  the  US  during  the 
twentieth  century)  based  combat  power  on  secondary  group  cohesion  Instead  of  on 
strength.  Combat  power  seems  only  tangentially-related  to  unit  strength  but 
directly  related  to  primary  and  secondary  group  cohesion. 

b.  With  the  exception  of  the  Union  system  during  the  Civil  War,  all  were 
Individual  replacement  systems.  Hcwsver,  each  foreign  systesi  was  able  to 
provide  all  echelons  of  unit  replacement  as  well.  There  need  not  be  a  trade¬ 
off  between  Individual  and  unit  replacement  systems. 

c.  All  foreign  replacement  systems  featured  structural  simplicity.  Tney 
focused  on  basic  specialties  and  these  only  at  the  entry  level.  They  required 
minimal  administration  to  accomplish  their  mission. 

d.  All  foreign  replacement  systems  were  decentralized.  The  combat 
elements  and  the  training  elements  formed  a  single  unit  family.  This  enabled: 

1)  Socialization  of  the  replacement  Into  the  unit  family  —  the 
secondary  group  —  before  he  saw  Its  tactical  elements.  This  Institutional 
structure  facilitated  leadership  efforts  to  bond  primary  groups  and  lowered  the 
size  of  the  unit  core  required  to  continue  In  combat. 
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2)  Training  by  men  directly  accountable  who  had  a  cirect  Interest  In 
training  quality. 

3)  Replacement  shipment  supervised  by  leaders  from  the  unit  family. 

d)  Shipment  flexibility.  Grafts  of  any  size  from  crew  to  company 
could  be  shipped. 

S)  Individual  rotation  between  combat  elements  and  training  elements. 
This  relieved  men  from  combat  while  constructively  using  their  rest. 

e.  The  close  similarity  in  foreign  replacement  systems  Indicates  that 
there  Is  more  commonality  than  difference  between  soldiers  In  different  times, 
conditions,  or  societies.  This  shouldn't  be  surprising  —  different  social 
structures,  conditions,  or  levels  of  technology  have  changed  neither  human 
nature  nor  the  principles  of  war. 

7.  Imol leaf Ions ; 

a.  Ever  since  the  First  World  War,  the  US  Army  has  emphasized  management 
and  has  modelled  Its  replacement  structure  and  procedures  on  the  factory  system 
to  provide  individuals  as  spare  parts.  This  required  a  large  administrative 
Overhead  to  supervise  Increasingly  Intricate  procedures  and  the  American  way 
has  been  fundamentally  out  of  step  with  Its  contemporaries.  The  Amy  achieved 
success  but  that  success  was  due  to  overwhelming  materiel  superiority  rather 
than  to  combat  unit  quality.  Such  materiel  superiority  cannot  be  assumed  In 
the  future. 

b.  Evidence  gathered  In  this  study  Indicates  that: 

1)  Personnel  management  phllosoohy  should  be  reoriented  to: 

a)  Emphasize  cohesion  Instead  of  strength.  The  Institutional 
focus  should  be  on  the  secondary  group  to  provide  a  fim  structural  foundation 
for  efforts  by  unit  leaders  to  build  bonded  primary  groups. 

b)  Focus  on  unit  communities  rather  thar  Individuals.  The  soldier 
should  find  fulfillment  not  as  an  Individual  but  as  a  member  of  the  community. 

2)  The  personnel  management  system  should  be  restructured  In 
accordance  with  the  following  prIncIpHs: 

a)  Peacetime,  mobilization-,  and  sustainment  procedures  must  be  the 
same  to  enable  smooth  and  effective  operation.  The  focus  must  be  on  combat 
power,  on  what  Is  essential,  and  on  what  can  realistically  be  achieved. 
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b)  Decentralization  of  replacement  procedures,  responsibilities, 
and  authority. 

c)  Simplicity.  Specialties  must  be  combined  to  the  maximum  extent 

possible.  1 

3)  The  combat  army  should  be  completely  Integrated  with  the  training 
base  at  the  unit  level  In  order  to: 

a)  Facilitate  Integration  of  replacements  through  prior 
socialization. 

b)  Provide  flexibility  to  ship  drafts  of  all  sizes. 

•  c)  Enable  reconstitution  from  a  smaller  unit  core.  Army  doctrine 

currently  requires  a  unit  core  of  60  to  70  percent  of  Initial  strength  for 
reconstitution.  Yet  units  supported  by  regimental  replacement  systems  only 
required  a  unit  core  of  25  to  30  percent  of  Initial  strength. 

d)  Enable  rotation  of  Individuals  to  and  from  combat  without 
losing  unit  cohesion. 


PETER  W  KOZUMPLU 
Major,  US  Army 
557-76-0901 

Tel:  (202)  373-2517 

1  End 
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Abatraoc 


This  study  examlnsd  tbs  socialization  and  intsgration  of 
rsplacensnC  soldiers  into  COHORT  units.  Three  COHORT  ooopanies 
froa  one  battalion  involved  in  a  major  field  exercise  reoeivad 
replaoemonts .  We  interviewed  the  replacements  and  the  squads 
(including  company  cadre)  to  which  they  would  be  assigned  prior 
to  the  exercise  and  observed  the  replacement  process  during  the 
exercise.  We  also  interviewed  each  squad  with  its  new  members 
two  weeWs  after  the  exercise  was  over.  The  interviews  covered  a 
number  of  issues,  including  soldier  expectations  and  experiences 
concerning  the  replacement  process,  welcoming  and  integration, 
leadership,  enlisted-officer  relations,  and  morals  and 
cohesion.  Replacements  were  assigned  to  squads  with  the  (brigade 
directed)  proviso  that  they  remain  in  at  least  two-man  buddy 
teams  . 

Fears  that  replacements  would  not  be  accepted  into  highly 
cohesive  COHORT  units  ware  unfounded.  The  squads  and  sections 
did  a  surprisingly  good  Job  of  accapting  Che  nawoomars. 
Horizontal  cohesion  was  established  quiolcly.  At  the  same  time, 
the  buddy  team  concept  assured  good  mutual  support  to  the 
replacement.  On  the  ether  hand,  small  unit  leaders  did  little  to 
encourage  the  development ' of  vertical  cohesion.  Moat  stated  that 
given  the  choice,  they  would  assign  replacements  individuall/, 
even  if  that  meant  breaking  up  pre-formed  groups  (auoh  as  these 
buddy  teams).  Further,  officers  viewed  the  Integratlcr  of  new 
soldiers  withiu  platoons  and  squads  as  an  HCO  area  of 
responsibility.  We  attributed  leaders'  laok  of  attention  to 
vertical  ;  cohesion  to  1)  implicit  rules  proscribing  informal 
contacts  among  leaders  and  led,  and  2}  failure  to  recognize  the 
importance  of  small  group  ties  or  to  capitalize  on  such  bonds  to 
enhance  psychosocial  readiness  for  combat. 

The  report  concludes  with  a  series  of  recommendations 
concarning  unit  reconstitution.  These  include.  *  )  wider  use  oi 
the  buddy  team  concept  for  replacements,  with  erossleveling  as 
necessary  to  maintain  groups  of  new  soldiers  together,  2)  train¬ 
ing  leaders  and  soldiers  to  recognize  the  Importanoe  of,  and  to 
think  in  terms  of,  the  cohesive  military  group,  and  3)  a  require¬ 
ment  for  leaders  at  all  levels  to  be  actively  involved  in  the 
integration  of  the  new  soldiers  as  a  company  Leader's  (rather 
than  HCO)  responsibility. 


Introduction 


R •oruitoent  and  training  replacame .its  are  major  problems  facing 
any  aro^.  A  critical  but  ignored  consideration  in  the  Army 
replacement  process,  howo  :r,  is  that  assignment  to  a  unit  does 
not  ensure  integration  into  a  team.  Neu  unit  members,  before 
they  are  aooepted  and  before  they  feel  confident  that  they  bare 
been  aooepted,  simply  do  not  oaks  good  soldiers.  They  are  at 
higher  risk  for  stress  breakdown  in  combat  (Gal,  1‘?S3}  and  are 
less  e.^rective  as  soldiers.  Comaunicr.  t  ion  and  commitment  are 
factors  which  will  decide  the  difference  between  winning  and 
losing  on  the  future  battlefield.  Both  factors  are  likely  to  be 
lacking  until  the  replacement  Is  trusted  and  accepted  by  the 
group.  The  prubiems  associated  with  reconstituting  units*- 
either  from  .mrvlvors  of  veteran  combat  units  or  adding  "green” 
replaceaen-ts  to  a  unit*-are  not  new.  In  the  Gnitad  States  as  far 
back  as  the  Civil  War  substitutes  .  were  scorned  by  combat 
veterans,  and  new  enrollees  dreaded  the  prospect  of  being  put  in 
with  men  who  would  tau.-it  and  despise  them  (Kellftt,  1982). 
Stouffer  et.  al.  (1949)  discussed  the  difficulties  green  troops 
sometimes  had  in  World  War  tl  units,  mostly  because  they  were 
viewed  with  mistrust  and  not  easily  accepted  into  their  aew 
units. 

Thera  is  a  clear  relation  between  quality  of  socialization 
and  integration  of  new  members  into  a  group  rnd  later  behavior 
and  adjustment.  Replacements  often  experience  a  period  of 
considerable  strosa  prior  to  acceptance  as  "one  of  the  group." 
Future  war  uili  be  eharac te riz ed  by  high  intensity  and  continuous 
operations.  In  suoh  a  war,  we  would  not  have  the  luxury  of  even 
a  week  to  successfully  integrate  replacements  Into  decimated 
units.  Ingraham  (1984)  has  shown  that  it  usually  takas  two  or 
three  days  to  see  whether  a  new  man  will  fit  in,  and  ten  days  to 
determine  where  and  how.  Early  feelings  of  stress  associated 
with  this  period  of  anxiety  often  lead  to  dysfunctional  or 
undesirable  behavior.  For  example,  Ingrahum  found  that  one 
outcome  can  be  the  use  of  illicit  drugs.  Some  new  soldiers  can 
gain  quick  acceptance  through  sharing  this  Illegal  activity. 
Another  outcome  of  this  stress  is  dissatisfaction  with  the 
military.  Rock  and  Schneider  (1983)  found  that  failure  to 
properly  orient  a.nd  integrate  new  officers  led  to  general 
feelings  of  stress  and  decreased  commitment  to  the  Army  over  the 
first  six  months  of  assignment  to  the  unit. 

A  study  of  how  soldiers'  spouses  are  integrated  into  the 
community  offers  additional  data  on  outcomes  associated  with  the 
socialization  of  newcomers.  Schneider  and  Gilley  (1934)  found 
that  spouses  who  were  not  well  integrated  into  the  military 
community  soon  after  arriving  overseas  were  five  times  as  likely 
to  return  to  the  OS  rithin  one  year,  compared  with  spouses  who 
were  well  Integpsted.  Than*  spouses  were  also  less  likely  to 
report  that  they  wa.itod  their  active  duty  sponsors  :o  remain  in 
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the  Army.  the  iopllcatlona  of  apouae  integration  for  soldier 
adjustaant  and  perforoanca  are  oonaiderabla . 

Kozuoplik  (1986)  has  argued  that  all  soldiers  should  be 
assigned  to  a  new  unit  at  the  basic  entry  level,  with  training 
the  responsibility  of  raglaanital  cadre.  The  purpose  of  this  Is' 
to  establish  strong  secondary  group  ties  (around  the  battalion 
and  regimental  af flllatir.  • )  which  enhance  cohesion  and  resistance 
to  strasc  breakdown  on  the  battlefield.  .  In  spite  of  numerous 
studies,  there  has  been  surprisingly  little  policy  and  doctrine 
to  direct  or  guide  the  military  replacenent  process  at  Its  most 
critical  points  the  first  days  in  the  small  unit. 


Our  modern  individual  replacement  policy  is  rooted  la  Worlc 
War  I.  During  that  time,  the  managerial  revolution  in  thu  United 
States  led  to  a  shift  In  emphasis  from  the  Individual  as  part  of 
a  group  to  classification  of  men  based  on  their  skills  and 
interests.  Individuals  with  similar  Interests  and  skills  were 
treated  as  identical.  The  managerial  revolution  promised  greater 
efficiency  In  selection  of  people  for  a  particular  Job,  and  thus 
responded  to  the  military  need  for  rapid,  efficient  expansion. 
Managerial  effieteney  was  translated  into  the  goal  of  making 
"assembly  line  soldiers,"  each  of  whom  could  fit  in  where  a  lost 
cr  dysfu.nctlcr.nl  port  existed  (losumplik,  1936).  The  individual 
replacement  system  begun  in  World  War  I  is  still  In  use  today. 


K  modification  of 
Implemented  late  la  the 
were  allowed  to  train 
replacements  to  a  unit 
together,  presumably  In 
modification  was  to  decrease  stress  for  the 
that  he  was  already  Integrated  Into  a  group 
cohesion  and  morale  In  that  four-man  team. 
(197U),  however,  Indicated  that  such  teams 


the  Individual  replacement  system  was 
Korean  war.  "Packets"  of  four  "buddies" 
together  and  be  assigned  together  as 
The  Idea  was  that  they  would  remain 
the  same  section..  The  purpose  of  this 

newcomer,  by  ensuring 
This  led  to- greater 
Janowltz  and  Little 


often  bad  difficulty 
IntegraVlng  i.nto  the  larger  combat  unit.  It  is  not  disputed  that 
the  US  Army  has  continued  to  win  while  using  the  Individual 
re.nlaceme.ot  system;  but  the  evidence  Is  clear  that  we  have  won 
despite  Its  obvious  weakness.  We  have  been  relying  heavD.y  on 
our  overall  r.auipower  and  Industrial  superiority,  advantages  which 
are  hardly  guaranteed  In  future  war.  Kellet  (1982)  demonstrates 
that  the  weakness  of  the  Individual  replacement  system  has  been 
recognized,  discusses  bow  lives  and  battles  have  been  lost  due  to 
this  system,  and  examines  personnel  policies  used  by  other  armies 
to  prevent  such  problems.. 


The  U  S  Army  l.r  currently  using  a  new  manning  system  (ca.lled 
the  Unit  Manning  System)  wb.lch  Is  specifically  designed  to 
enhance  unit  cohesion.  This  system  establishes  company  cohorts 
that  regain  together  for  about  three  yeara.  The  goal  of 
Increasing  horizontal  cohesion  among  lower  ranking  enlisted 
soldiers  has  been  realized  (WRAIR  TECHNICAL  Report,  1986).  But 
the  Issue  of  providing  replacements  to  these  units,  while 
maintaining  high  unit  cohesion,  has  not  yet  been  Investigated 


50 


syateoatioall/.  If  eooalcted  to  coabat,  auch  unit  cohorta  will 
comppiae  both  aoldiera  who  are  intlaataly  faalllar  with  one 
another  and  replaoeaenta  who  have  trained  together.  Informal 
linea  of  cooaunication ,  and  previoua  long  term  friendahipa  among 
the  "old'*  aoldiera  could  contribute  to  feelinga  of  j.aolatlon, 
lack  of  powePr  anxiety  and  atreaa  on  the  part  of  the  new 
aoldiera.  'In  addition,  extremely  "tight”  unita,  auch  aa  COHORT 
unlta,  might  not  be  able  to  abaorb  loaaea.  Some  analyata  hare 
argued  that  very  cloae  relationa  among  aoldiera  could  make  their 
groupa  too  fragile  to  tolerate  caaualtiea. 

On  the  other  hand,  highly  coheaive  groups  might  be  more 
receptive  to  accepting  newcomers,  and  do  a  relatively  better  Job 
of  orienting  and  Integrating  them.  Recent  military  experience 
with  an  airliner  carrying  troopa  which  eraahed  at  Gander, 
Hewfoundland  provides  soma  information  on  this  (Ingraham, 
1986).  One  company  was  devastated,  but  was  auccesafully 
reconstituted  by  cross-leveling  squads  from  within  the  battalion 
and  filling  moat  remaining  vacancies  through  individual 
raplaceaents  from  the  brigade  and  division.  Although  it  was  not 
a  COHORT  unit,  the  affected  battalion  was  characterized  by  high 
levels  of  cohesion  and  stability  consequent  to  aix  months' 
service  in  the  Sinai. 

The  implications  for  COHORT  unita  of  re  cons titutton  for 
leadership,  cohesion,  .and  fighting  power  are  nob  known.  During 
peacetime,  personnel  in  COHORT  units  are  stabilized  for  36  months 
since  moat  members  Join  the  Army  with  a  three  year  obligation. 
This  means  that  replaoeaenta  due  to  simultaneous  ETS  will  likely 
require  at  least  50  percent  of  strength  after  36  months.  In 
addition,  some  attrition  (due  to  a  variety  o.f  causes)  does  occur 
during  the  three  years.  The  Army  has  no  experience 
reconstituting  stabilized  units  during  peacetime,  and  no  policy 
for  reconstituting  units  badly  mauled  in  combat.  In  addition, 
the  effects  of  wartime  replacements  on  COHORT  companies  Is 
unknown. 

The  purpose  of  this  study  was  to  examine  and  describe  the 
socialization  and  integration  of  groups  of  new  soldiers  into 
existing  COHORT  companies  of  one  battalion.  Ve  focused  on  how 
the  process  worked  as  a  function  of  the  levels  of  cohesion, 
beliefs,  and  behaviors  of  newcomers  and  soldiers  in  existing 
COHORT  companies. 

Method 

The  study  was  conducted  at  several  sites.  Several  groups  of 
soldiers  were  included:  trainees  who  were  to  be  assigned  as 
replacements  to  a  COHORT  battalion,  soldiers  in  units  which  were 
to  receive  replacements.  and  squads  that  actually  received 
replacements.  Soldiers  were  tnCerviewed  at  their  unit  and  during 
a  major  fleJ.d  exercise  (Celtic  Cross  17).  To  avoid  sensitizing 
respondents  to  the  replacement  issue,  all  questions  concerning 
this  aspect  of  the  study  were  imbedded  in  other  questions 


51 


(deacrlbed  below),  latarvlewa  were  aupplemeoted  by  particlpant- 
observatloa  during  iho  field  exeroiae. 

The  study  was  carried  out  in  four  phases.  In  the  first 
phase;  squad-sised  units  ware  intarviawad  at  the  end  of  their 
basic  training  (OSUT)  cycle.  A  total  of  11  squads  were 
interviewed  over  two  days.  The  soldiers  (regular  active  duty 
aray)  were  later  assigned  to  a  number  of  different  posts  and 
units,  including  the  battalion  of  interest.  The  soldiers  studied 
Is  this  phase  were  privates  (£>1)  through  privates  first  class 
(£•3).  Questions  focused  on  soLdier  expectations  of  their  new 
unit,  but  included  others  concerning  their  views  of  leadership 
quality  and  their  training  about  leadership  and  social  relations. 

In  the  second  phase,  three  squads  from  each  of  the  gaining 
companies  in  the  COHORT  battalion  were  interviewed.  At  the  time 
of  the  interviews,  no  cne  Icnew  which  squads  would  receive 

replacements.  We  therefore  included  one  squad  from  each  platoon 
of  the  three  rifle  companies  Involved,  for  a  total  of  nine 

squads.  Interviews  were  conducted  with  the  Intact  squad  minus 
cadre  responsible  for  that  squad.  (Cadre  were  interviewed 
separately.)  Soldiers  interviewed  in  Phase  Two  ware  Privates  (E- 
1)  through  Specialist  4*3  (E-4).  The  interviews  included 

discussion  of  how  new  soldiers  come  to  fit  into  a  unit,  as  well 
as  their  evaluation  of  cohesion,  morale,  and  leadership  in  their 
units. 

The  third  phase  involved  observation  and  informal  interviews 
oonduoted  in  the  field,  in  the  days  before  and  after  Insertion  of 
replacements.  This  was  accomplished  during  a  major  Army  field 
exercise  involving  an  entire  division  facing  a  selected 

opposition  force  in  extremely  realistic  rural  and  mountainous 
fighting  conditions.  The  purpose  of  this  phase  was  to  help 
understand  the  replacement  process  in  general  terms.  The  focus 
of  the  observations  was  to  desoribe  what  happened  to  the  new 

soldiers  as  they  went  through  the  replacement  process. 
Interviews  were  conducted  with  the  replacements  and  persons  in 
the  units  around  them  to  gain  an  understanding  of  thsSe 
individuals’  beliefs  and  reactions  concerning  the  replacements. 

The  final  phase  of  the  study  two  weeks  after  the  field 
exercise  involved  interviews  of  the  squad  members  and  chain  of 
command  that  had  received  re  placements .  A  series  of  separate 
interviews  was  conducted  with  the  platoon  sergeants,  platoon 
leaders,  first  sergeants,  company  commanders,,  battalion  command 
sergeant  major,  and  battalion  commander  of  the  gaining  unit. 
Here  we  focused  on  how  the  replacements  were  integrated  into 

their  units,  and  the  attitudes  and  behaviors  at  different 
organization  levels  that  facilitated  or  hindered  this  process. 

Feelings  of  the  squad  (old  members  and  replacements)  concerning 
the  replacement  and  integration  process  were  also  diseusaad. 
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Raaulta  and  Discussion 


the  Individual  oonpanies  were  allowed  to  assign  replaceaents 
according  to  company  needs.  However,  they  were  required  by  the 
brigade  commander  to  maintain  the  replacements  together  in  at 
least  two  man  "buddy  teams."  We  will  first  present  results  from 
the  first  two  phases  of  data  collection  and  then  discuss  the 
socialization  process  as  observed  in  the  latter  two  phases. 
These  will  be  related  to  newcomers'  adaptation  and  reported 
stress.  Finally,  these  results  will  be  discussed  in  terms  of  the 
development  of  military  cohesion. 

Replacement  soldiers  interviewed  during  Phase  One  described 
high  levels  of  "bonding"  with  their  squad  and  team  members.  The 
greatest  level  of  personal  trust  was  reported  in  those 
associations.  Most  also  reported  that  they  trusted  the  combat 
efficacy  •  of  tneir  fellow  squad  members.  Inter-platoon 
associations  reportedly  were  not  common,  and  few  friendships 
existed  outside  the  platoon.  Replacements  were  very  anxious  and 
expressed  much  apprehension-  concerning  their  next  duty 
assignment.  They  expected  that  they  would  have  to  prove 
themselves  in  some  sort  of  unit  ritual.  Rumors  of  "thousand  mile 
road  marches"  and  "hundred  pound  ruck  sacks"  were  common.  Above 
all,  soldiers  feared  rejection  from  their  new  unit.  They 
expected  that  it  would  be  some  time  before  they  would  fit  in,  but 
were  unsure  how  to  make  this  happen.  These  soldiers  seemed  to  be 
highly  enthusiastic  and  well  motivated.  Each  group  commented 
that  talking  with  a  cadre  member  from  the  gaining  units  about  the 
new  unit  early  on  would  have  relieved  them  of  much  of  their 
apprehension. 

During  these  interviews  we  also  discussed  a  number  of 
leadership  issues,  including  fraternization  and  enlisted-leader 
relations.  Without  exception,  these  soldiers  believed  that  the 
NCOS  who  trained  them  were  highly  skilled  and  competent.  At  the 
same  time,  they  reported  having  had  little  oontact  with  any  other 
HCOs,  and  (except  for-  the  members  of  one  squad)  no  contaot  with 
officers.  Only  three  of.  the*  replacements  had  heard  of  the  term 
"fraternization."  However,  virtually  all  who  had  been  appointed 
to  a  leadership  position  had  been  told  that  enlisted  soldiers 
should  not  socialize  with  HCOs. 

Interviews  during  Phase  Two  revealed'  that  the  gaining  units 
also  comprised  close,  tightly  knit  groups.  The  concern  expressed 
by  replacements  about  fitting  in  seemed  well  founded.  Soldiers 
in  the  gaining  units  referred  to  memberc  of  their  respective 
squads  as  their  "bPCt‘.:^P3"  and  regarded  their  platoons  "like  a 
family."  Each  cf  these  trow.cs  expressed  confidence  in  their 
ability  to  psrfcrm  well  with  their  unit  in  a  combat  situation. 
These  COHORT  t.'-sincd  and  scnigned  aoldlcro  reported  muittpie 
crosc-platoon  friendships,  such  that  they  were  very  familiar  with 
most  other  memiers  of  their  companies.  They  also  clearly  stated 
that  they  did  not  trust  outsiders,  that  is,  people  who  were  not 
"COHORT  trained"  with  them.  This  sentiment  was  illustrated  by 
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oa«  plaboon  sergeant,  who  aaid.  "These  COHORT  soldiers  are  so 
tightly  ‘'bonded*  that  the  cadre  are  the  outsiders  that  have  to 
prove  to  the  troops  that  we  are  worthy  of  thea.  These  guys  would 
do  anything  for  one  of  their  buddies.”  The  soldiers  repeatedly 
referred  to  theaselves  as ^"high-speed"  and  "the  bast." 

Meabers  of  these  units  knew  that  replaceaents  were  soheduled 
to  be  assigned  sooewhere  in  the  battalion.  There  was  uniform 
concern  that  the  ■’newcomers"  would  not  be  physically  able  to  keep 
up  with  their  unit,  and  that  they  would  not  be  as  well  trained 
as  the  more  "experienced  soldiers."  Each  squad  said  that  the 
newcomers  would  be  welcome  if  they  didn't  out-rank  them,  were 
willing  to  learn,  and  could  prove  themselves  to  the  experienced 
soldiers.  These  COHORT  soldiers  had  been  together  for  almost  a 
year;  none  of  the  squads  had  had  any  direct  experience  with 
replacements.  Integration  of  new  soldiers  into  such  a  squad 
could  be  difficult.  However,  all  welcomed  the  idea  of  receiving 
new  soldiers  since  they  were  understrength  and  replacements  would 
help  to  even  out  the  load. 

In  spite  of  their  initial  anxieties,  the  replacements  were 
accepted  very  well  at  the  squad  and  team  levels.  During  Phase 
Three  (the  field  problem}  we  followed  the  replacements  from  the 
time  they  arrived  at  the  brigade  headquarters  to  their  assignment 
to  a  fire  team.  Both  squad  level  cadre  and  soldiers  mads  efforts 
to  welcome  them,  an(f  get  thea  involved  with  the  mission.  In  most 
cases,  someone  "took  thea  under  his  wing"  and  helped  ensure  that 
each  was  made  to  feel  part  of  the  group.  Usually  the  team  leader 
helped  the  replacement  with  those  areas  needing  immediate 
attention  (introducing  him  to  the  other  squad  members,  packing 
his  .  ruck  sack,  learning  hand  and  arm  signals,  etc.}.  This, 
orientation  typically  evolved  Into  an  entire  fire  team  effort, 
with  support  coming  from  a  number  of  individuals.  The  sentiment, 
"they  are  our  brothers,"  was  frequently  mentioned.  Trust  and 
confidence  levels  of  both  newcomers  and  experienced  soldiers 
toward  one  another  appeared  high  within  two  or  throe  days.  The 
fact  that  the  units  were  involved  in  a  rigorous  field  problem, 
the  replacements  were  able  to  keep  up  on  tasks  such  as  a  forced 
road  march  (thereby  "proving"  themselves},  and  wore  willing  to 
adopt  the  standards  of  the  now  unit  certainly,  contributed  to 
their  rapid  acceptance  by  the  group.  As  expected,  the 
replacements  within  the  buddy  teams  also  got  support  from  one 
another.  They  reported  that  their  initial  anxiety  about  fitting 
in  was  rapidly  alleviated,  and  they  soon  felt  accepted. 

The  effectiveness  of  initial  socialization  at  the  squad 
level  is  also  demonstrated  by  a  group  of  replacements  which  was 
to  be  transferred  to  a  different  battalion  at  the  end  of  the 
field  exercise.  All  replacement  soldiers  in  that  group  asked  to 
remain  with  their  plstoor.  instead  of  trass farring  to  yet  another 
unit.  Replacements  requested  this  stability  despite  the  extreme 
demands  of  the  field  problem  and  expectations  of  more  of  the. same 
in  their  present  unit.  Each  reported  that  he  felt  comfortable 
with  his  new  friends  in  bis  squad,  and  did  not  want  to  be  a 
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"newbie"  again 


Horizontal  cohesion  thus  aeess  to  have  developed  rapidly  and 
effeetively.  This  was  apparently  due  to  the  outstanding  Job  done 
by  the  squads  to  inoorporate  new  aeobers,  the  fact  that  the 
groups  were  sharing  in  a  rigorous  training  problea,  and  to  the 
new  menber's  willingness  to  learn  the  ways  of  his  unit.  There 
was  no  evidence  to  suggest  that  these  highly  cohesive  COHORT 
units  would  reject  new  meabers,  or  that  the  new  numbers  would 
Isolate  theaselves  froa  the  pre-existing  group.  Quite  the 
contrary,  well  integrated  squads  insure  survival  by  bringing  the 
newbies  on  board  quickly  and  correctly. 

At  levels  above  squad  the  welcoaing  process  was  less 
effective.  There  was  no  standing  operating  procedure  (SO?)  for 
the  integration  of  new  soldiers.  In  fact,  a  number  of  officers 
expressed  the  need  for  such  a  plan,  to  handle  the  expected 
replacements .  The  senior  HCOs  had  already  formulated  and 
promulgated  such  a  plan,  but  it  only  covered  where  to  assign 
replacements,  not  how  to  integrate  then;  furthermore,  the  HCOs 
^  had  not  shared  their  plan  with  their  officers. 

Although  a  number  of  HCOs  did  greet  and  tallc  with  the 
replacements ,  there  wa's  little  contact  with  the  new  men  by  senior 
-HCOs  and  officers.  Only  one  ccffipao7  commander  and  one  lieutenant 
had  spoken  with  them  within,  the-  first  week  of  their  arrival. 
This  reflected  the  stated  belief  of  a  .number  of  officers  that 
greeting  and  integrating  new  soldiers  is  "NCO  business."  In  our 
view,  this  assumption  contributed  to  some  degree  of  distance 
between  officers,  many  senior  HCOs,  and  the  lower  ranking 
enlisted.  Few  unit  leaders  made  an  early  effort  to  "know  their 
men."  Thus,  in  spite  of  their  acceptance  and  positive  attitudes 
of  the  squads  toward  the  new  members,  the  senior  cadre  and 
officers  widely  believed  that  the  19  replacements,  as  a  group, 
represented  cast  offs  and  poor  performers  (e.g.  two  had  fallen 
asleep  o.i  duty  and  one  wanted  to  get  out  of  the  Army;  these  were 
also  hot  well  accepted  by  their  peers}..  Such  social  distancing 
and  stereotypic  thinking  hindered’  development  of  vertical 
cohesion.  There  is  yet  another  iapcrtant  consequence  of  this 
implied  social  distance.  A  most  painful  task  of  the  commander  is 
to  write  a  letter  of  condolence  to  a  deceased  soldier's  next  of 
kin.  the  dlfftoulty  of  writing  such  a  Letter  could  surely  be 
eased  by  having  some  personal  knowledge  of  the  soldier,  but 
company  officers  confused  essential  information  for  future  combat 
with  appearing  too  close  ("buddy-buddy")  to  their  subordinates. 

'He  believe  that  there  are  at  l.ast  two  causes  for  these 
findings.  First,  as  reported,  above,  training  of  soldiers 
coaoerning  enlisted-lead ar  relations  appeared  to  begin, 

,  tsformally ,  during  basic  trsir.lug.  TUe  thrust  of  cnis  training 
is  that  such  relations  are  to  be  avoided.  Furthermore,  wo 
observed  surprisingly  Little  informal  discussion  among  officers 
and  HCOs.  Small  unit  leaders,  in  general,  are  not  attending  to 
the  importance  of  developing  or  fostering  vertical  cohesion  in 
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thalr  unlta. 

Second,  our  loaders  do  not  recognize  the  iaportance  of 
supporting  and  oaintaining  the  priaary  group,  nor  do  they  think 
in  those  terms.  Whan  Introduced  to  the  gaining  squads,  the 
r.eplaoeoents  were  required,  by  the  brigade  staff,  to  reaain  in 
buddy  teams  of  at  least  two.  This  was  done  to  eliminate  isolation 
and  provide  a  sense  of  cohesion  from  the  onset  of  their 
assignment  to  the  new  unit.  This  Idea  met  with  much  resistance 
from  the  company  level  cadre.  Tirtually  every  small  unit  leader 
reported  that  if  the  assignment  of  replacements  were  up  to  him, 
be  would  assign  replacements  -  as  individuals  rather  than  in  pairs 
or  groups.  The  leaders  contended  that  replacements  could  not  and 
should  not  be  assigned  in  order  to  build  cohesion,  but  rather  to 
the  squad  that  had  the  greatest  numerical  need.  Their  rationale 
was:  "If  I  am  down  two  men  in  three  squads  and  I  receive  three 
replacements  than  each  squad  should  receive  one  man,  to  even  out 
the  work  Load.  Equity  is  more  important  than  keeping  the  treops 
happy."  "Fairness"  rather  than  combat  ef feetiveness  was  the 
dominant  issue  for  unit  leaders.  This  conviction,  that  "spaces" 
had  priority  over  "faces",  was  held  from  squad  leaders  through 
company  commanders.  Our  data  from  the  Phase  Two  interviews,  as 
well  as  research  with  other  COHORT  companies,  clearly  show  that 
COHORT  troops  are  well  acquainted  with  soldiers  throughout  their 
companies.  Such  troops  could  nut  only  easily  adjust  to  within* 
platoon  leveling  to  maintain  replacements  together,  but-  should 
have  little  problem  with  cross-platoon  assignments.  The  small 
unit  leaders  also  reported  that  they  would  assign  soldiers  as 
individuals  rather  than  as  buddy  teams  in  a  combat  situation. 
This  probably  has  its  genesis  in  the  Army’s  predominantly 
individual  replacement  policies  under  which  most  soldiers  have 
served. 


Conclusion  and  Recommeodations 

Ve  have  examined  che  ^socialization  and  integration  of 
replacement  soldiers  into  COHORT  units.  Ve  found  that  fears  that 
replacements  would  not  be  accepted  into  highly  cohesive  COHORT 
units  were  unfounded.  In  fact,  such  units  did  a  surprisingly 
good  Job  of  integrating  newcomers,  and  quickly  mitigated  the 
stress  of  being  the  replacements  ("newbies").  Horizontal 
cohesion  was  quickly  and  effectively  established.  This  is 
extremely  important  to  the  Army  as  it  implements  plans  for 
refilling’  COHORT  units  (which  lose  large  numbers  of  soldiers  due 
to  simultaneous  separation)  and  augers  well  for  the  new  CIM 
(Concept  Implementation  Model)  for  those  plans.  On  the  other 
hand,  leaders  did  not  pursue  the  development  of  vertical 
cohesion.  We  attributed  this  latter  finding  to  T)  implicit  rules 
proscribing  informal  contacts  among  leaders  and  led  and  2) 
failure  to  reoognize  the  iaportance  of  small  group  ties,  and 
fcilura  to  establish,  nurture,  and  capitalize  on  such  ties  to 
strengthen  psychosocial  readiness  for  combat. 
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V«,  tli«r«fora,  m&ke  th«  following  rocoamandatioas: 

11  Aaslgning  and  maintaining  soldiara  who  had  trainad  togathar 
In  buddy  taaaa  workad  wall  for  naweooara  and  gaining  unita* 
*Buddy»taaa3"  fait  wall  supportad.  primarily  as  a  result  of 
actions  by  membars  of  the  aaoads.  Ha7iag  a  familiar  face 
helped  in  the  light  of  the  oonsiderabla  anmiaty  that  all 
nevoomers  felt.  isslgnneat  in  thraa-man  buddy  tea  s  might 
prove  to  bf  even  more  adrantageous  to  ensure  that  at  all 
times  at  least  one  buddy  is  available  even  whan  one  member  is 
absent.  Ve  believe  that  the  advantages  of  maintaining  an 
intaot  replacement  group  outweigh  the  potential  problems. 

'  The  high  levels  of  oohesion  we  observed  at  the  platoon  level 
in  COUOHT  units  argues  that  soldiers  oould  be  shifted  within 
the  platoon  to  aoooaeodate  keeping  small  teams  of 
replacements  together.  We  recommend  that  the  Army  ocnsider 
using  buddy^^teams  of  two  or  three  men  to  replace  soldiers  in 
COHORT  units. 

2)  The  rapid  acceptance  of  raplaoements ,  and  the  extant  and 

quality  of  relations  (crossing  platoon  boundaries)  among 
membars  of  COSCRT  oompenias,  suggests  a  reconstitution  policy 
for  badly  mauled  COHORT  units.  The  Army  should  adopt  a 
polioy  of  orcss-leveling  from  larger  units  to  fill  the 

smaller  units.  The  policy  oould  be  based  on  tbe  procedure 

.  used  by  the  IQlst  Division  following  the  Gander  disaster. 
Squads  could  be  transferred  from  elsewhere  in  the  company  to 
the  affeoted  platoon,  and  from  battalion  to  oompany.  Other 
replaoements  should  be  assigned  in  buddy  teams  of  two  or 
three  men.  These  would  come  from  brigade  and  division,  with 
MILPZRCCH  filling  the  remaining  requirements. 

3)  At  every  echelon  of  leadership  above  the  squad,  most  small 

unit  loaders  stated  they  would  assign  replacement  soldiers 
individually  rather  than  in  buddy  teams.  Tbe  historical 

isportanee  of  cohesive  soldier  groups  to  survival  on  the 

battlefield  has  not  been  learned.  There  is  as  yet  no 
eommltment  in  the  Army  to  building  and  maintaining  group 

oohesion,  and  few  leaders  understand  its  importance.  Group 
oohesion  might  be  the  single  most  oritisal  factor  oapable  of 
inoreasing  combat  power;  it  is  also  one  factor  Army  leaders 
osn  influenoe.  Our  soldiers  must  be  trained  at  every  level 
to  think  ''group.”  In  terms  of  replaoements,  eaoh  service 
school  should  discuss  *  how  to  teach  leaders  to  better 
integrate  and  sooialize  new  soldiers  into  the  unit. 
Praotical  exercises,  including  role  playing,  should  be 

oonsidered,  along'  with  development  of  a  oheok  list  of  what  is 
reqolren  to  changsm  in  bshaTior. 

4)  The  integration  of  new  soldiers  is  viewed  inoorrectly  by  many 
officers  as  an  NCO  area  of  resipoasibility .  The  integration 
of  new  soldiers  is  olearly  a  military  unit  responsibility  and 
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*  prlaary  Goncorn  for  coaoandera.  Scldtara  do  not  fight  aa 
o*fic«p3,  OP  aa  MCOa,  or  aa  anliated  soldlepa.  They  fight  aa 
gpoupa,  in  taana,  aquada,  platooaa  and  coopaniea.  Thia  auat 
ho  uppopocat  in  orory  aoldiep'a  thinking  about  how  to  win  in 
eoooat.  Aa  auch,  the  coopaay  oooaaadep  ahould  oake  an  effort 

aoLdier,  and  ahould  take  an 
acti/e  role  in  aaauping  the  development  of  vortical  coheaion. 

communication  among,  offloera,  MCOa,  and 
anllated  aoldtera.  Thia  la  a  aorloua  oolaalon.  Platoon 
10 ad ora  often  had  a  poor  undora banding  of  what  waa  going  on, 
*,‘1  among  the  enltatod  aoldlora  and  MCOa 

an  SI?- aight  have  to  lead  them  to  battle 
future  battle. laid.  We  oelleve  that  all  eompany  grade 

oomaunieation ^  to  ralnforoe  the  concept  of  "group"  and 
company.  Wa  recommend  that  aervlce  aehoola  teach  the 
importance,'  particularly  for  offloera,  of  .ualng  every 
opportunity  to  talk  with  troopa  in  order  to  keep  their 

to  and  wJen 

to  do  thia  (auch  aa  during  chow,  when  offiaa-a  frequently  aat 

alone)  ahould  be  included  for  Junior  laadera. 
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Abstract 


An  ioitlal  analjrsls  of  th«  second  Iteration  data  utilizlos 
ooopaay-Ievel  neana  ■  free  units  that  oould  be  oatched  across 
iterations  repeals  that,  although  the  difrerences  are  not  as 
groat  as  thej  were  for  the  first  iteration,  COEORT  coopanies 
still  hare  ,  slgnificantlf  higher  cohesion  scale  scores  than 
nonCOBORT  ebnpanies.  The  relative  ordering  of  overall  scale 
values  reoains  the  saoe  froo  the  first  to  second  iteration,  with 
soldiers  expressing  aore  negative  estimations  of  the  vertical  and 
horizontal  bonding  in  their  units  than  other  group-related 
phenomena,  such  -as  coabat  readiness,  sense  of  pride,  or 
confidence  in  leaders. 

LooVeing  in  particular  at  '  horizontal  bonding  as  measured  by 
Enit  Social  Climate,  we  fir4d  that  despite  significant  declines 
for  COHQHT-COHtlS  armor  units  and  Light  Infantry  units,  only  the 
Light  Infantry  companies  fall  appreciably  in  their  ranlcing  vis-a- 
vis  other  unit  types.  CJsing  this  measure,  COHORT  armor  companiss 
remain  as  .  the  'test  oohesive  and  nonCOHORT  field  artillery 
companies  the  least.  CONES  companies  generally  fare' better  on 
Enit  Sooial  Climate  than  those  OCONES,  as  we  found  in  the  first 
iteration.  However,  the  opposite  is  true  in  the  second  iteration 
for  COHORT  Keohanized  Infantry  companies*  No  significant 
differences  were  found  in  Enit  Social  Climate  by  oontrolllng  for 
line  company  versus  headduarters/support  company  status. 

By  arraying  company  mean  differences  from  the  first  to  the 
seoond  iteration  on  Enit  Social  Climate,  it  was  found  that  the 
average  company  declined  about  one- point,  but  that  some  oompanies 
dropped  as  many  as  fifteen  points  and  others  improved  by  as  many 
as  thirteen  points.  By  focusing  on  those  companies  with  the 
steepest  declines  and  comparing  their  written  comments  with  those 
from  soldiers  in  companies  with  improved  scores,  it  was 
dlacovered  that  declines  could  be  attributed  to  leaders  who  were 
perceived  as  exploitative,  unfair.  Incompetent,  and  oblivious  to 
the  soXdiers*  needs  and  welfare.  These  problems  in  leadership 
seemed  to  be  manifested  most  especially  by  the  scheduling  of  many 
field  exorcises  with  excessive  periods  of  down  time,-  leading  in 
turn  to  a  forfeiting  of  time  for  a  personal  and  sooial  life  and 
subsequently  to  a.  loss  of  unit  morale.  Company->lsveX  changes  in 
item  responses  tapping  such  dimensions  and  consequences  of 
leadership  proved  to  be-  srrelated  across  all  companies  with 
changes  in  horizontal  cohesion  as  measured  by  Enit'  Social 
Climate. 
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Incroduotioa 


This  fourth  UMS  aotloa  offlosr  aurra^  report  spotlights  the 
followlog: 

1.  A  status  update  of  field  operations,  response  rates,  sod 
data  sat  oonstruotion  for  the  four  iterations  of  the 
humao  diaensions  survey. 

2.  Initial  soale  score  and  deaographic  comparisons  for  first 
versus  seoood  iteration  data  with  a  focus  on  -hattalioo 
type  and  COSOST  status  as  explanatory  variables. 

3.  A  acre  detailed  exaaination  of  changes  in  coapany  level 
horizontal  cohesion  over  tiae,  as  aeasursd  by  Unit  Social 
Cliaate. 


ii .  The  thrust  of  future  data  analyses. 
Survey  Administration  and  Data  File  Update 


We  now  have  available  an  archivable  data  sat  containing  all 
valid  cases  of  the  first  iteration  questionnaire.  The  data  set 
represents  lOt  ccspanies,  iacluding  *5  whole  battalions,  for  a 
total  sample  size  of  3627.  Analyses  conducted  for  previous 
teohnioal  reports  did  not  inolude  all  of  the  first-  iteration 
data.  However,-  while  the  number  of  cases  in  subsequent  tables 
will  therefore  be  larger  than  in  earlier  reports,  the  statistical 
results  do  not  signif loantly  differ  from  those  obtained  with  the 
incomplete  data  sets.  The  substantive  conclusions  drawn  from  the 
preliminary  worlc  remain  unohanged. 


For  the  second  iteration 
data  set  with  all  ayailahle 
yersion  of  the  questionnaire, 
data  set  who  , represent  106  comp 


questionnaire ,  we  bays  a  cleaned 
eases  whose  units  completed  this 
There  are  9171  respondents  in  this 
anias ,  Includirig  17  battalions. 


The  third  iteration  of  the  survey  instrument  was  mailed  In 
mid-July  86  and  as  of  31  October  the  majority  of  sample  units  had 
either  oompletsd  the  questionnaire  or  were  scheduled  to  do  so  la 
the  immediate  future.  The  total  number  of  companies  surveyed  is 
smaller  for  the  third  iteration  due  mainly  to  the  shutdown  of  SDK 
operations  at  Ft.  Carson.  We  have  begun  data  processing  for  18 
of  the  units  responding  to  the  third  iteration  questionnaire. 


A  fourth  iteration  questionnaire  has  been  prepared.  WRAIR 
will  provide  personnel  to  the  Soldier  Support  Center,  Ft. 
Benjamin  Harrison,  for  the  mail  distribution  of  this  instrumact 
in  February  1987,  with  the  hope  that  the  hulk  of  the  battalions 


The  overall  rsspoase  rate  is  lower  for  the  second  iteration 
questionnaire  than  the  first  (715  versus  775).  Both  rates. 
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-  ara  reajoaabla  for  our  analytical  purposes.  COHORT  unit 
r^i.  nic  .  ‘tas  renaln  hishar  than  nonCOEORT  rates  (73*  versus 
66S  ''<■  .  uc  :  HQ  Quch  as  to  iapair  meaningful  comparisons  between 
these  ui  'lasses-  Lower  response  rates  appear  to  be  due  maialy 
to  so'  u.  ‘i  '  nonavailability  during  the  questionnaire 
adolaisti  r  .'n,  rather  than  voluntary  refusal  to  complete  the 
instrumen  .  'See  Appendix  k,  Table  1  for  specific  response 
rates . ) 


Demographic  Conoarisons  of  Pirst  and  Second  Iteration  Rasoondants 

Despite  the  2  act  we  had  less  than  100^  response  rates  at 
both  administrations,  the  two  samples  equally  well  represent  ths 
company  populations  from  which  they  were  drawn.  There  is  less 
than  a  6%  difference  on  any  one  of  the  demographic  categories 
between  the  two  Iterationr,  with  the  greatest  difference 
occurring  in  the  proportion  of  soldiers  who  are  currently  married 
(from  about  421  to  481),  a  finding  that  makes  sense  gives  the 
life-cycle  progression  of  these  units.  The  marital  status 
finding  is  co-plemented  by  some  apparent  movement  out  of  the 
barracks  and  into  on-post  housing  (up  to  161  from  121). 


Months  in  company  is  only  up  by  three  months,  indicating 
that  some  turnover  has  in  fact  taken  place.  Mot  surprisingly, 
this  turnover  la  reflected  mostly  by  nonCOHQRT  .diers,  whose 
months  in  company  mean  remains  at  about  14  for  bouh  iterations, 
whereas  COHORT  soldiers  report  a  Jump  from  10  months  in  the  first 
iteration  to  1$  months  in  the  second  iteration.  (See  Appendix  A. 
Table  2  for  specific  demographic  comparisons.) 

We  reported  in  the  third  technical  report  (Griffith  and 
7aitku3,  1996)  that  COHORT  soldiers  in  the  first  iteration  sample 
were  younger  and  rare  likely  to  be  single  and  living  in  the 
barracks  than  the.  r  aonCOHORT  counterparts .  It  remains  the  case 
that  COHORT  scldiers  in  the  second  iteration  data  set  are 
slightly  younger  and  more  likely  to  reside  1;  the  barracks. 
However,  at  least  for  line  companies,  they  are  cow  no  lass  likely 
than  nonCOHORT  soldiers  to  be  currently  married  (about  461). 
Aside  from  these  considerations  and  the  fact  that  the  age  of  the 
COHORT  companies  themselves  is  generally  less  than  nonCOHORT 
companies,  the  COHORT  samples  for  both  iteration  data  sets  are  as 
demographically  equivalent  to  the  nonCOECRT  samples  as  is 
reasonable  to  expect. 


Revising  the  Thrust  of  the  Data  Analysis  to 


bulk  of  the  analyses 
to  date  was  to  develop 


The  motivating  force  behind  the 
contained  in  the  QMS  cechnloal  reports 
reliable  and  vallci  scale  measures  ot  the  soldier's  confidenco  in 
combat  skills  and  weapons,  confloence  in  leaders,  vertical  and 
horizontal  cohesion,  anJ  Id  edtiricatiur.  with  ths  unit  and  the 

these  perceptions  under  the  rubric  "of 
'the  soldier's  will  to  fight,"  analyses  were 
show  chat  COHORT  soldiers  (including  these  05'JT- 


Army.  By  grouping 
cohesion"  or 
carried  out  to 
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traiaod  as  w«ll  as  psraaaaal-ata&ilized )  scorsd  higher  or  such 
oeasurss  than  ncnCORORT  soldisrs  even  whaa  controlling  for  other 
variables.  The  lateatian,  therefore,  was  to  provide  Ara/ 
pollo/makers  yith  data  for  an  evaluation  of  its  COHORT  program. 

At  the  Military  Piyehiatry  Departnant's  In-Procass  Review  of 
Id-IT  Septaaber  1936,  it  became  clear  that  it  was  not  enough  to 
know  siaply  whether  a  company  was  COHORT  in  order  to  estimate  its 
morale  or  level  of  cohesion.  One  practically  needed  to  take  a 
company  by  company  approach  In  order  to  understand  how  any 
company's  growing  pains  or  successes  varied  depending  on  such 
complex  variables  as  command  *  climate  and  training 
intensiveness.  '/Te  decided,  therefore,  that  the  survey  (in 
conjunction  with  the  qualitative  observations)  should  attempt  to 
identify  and  examine  as  many  of  these  unit  differences  as 
possible  before  making  generalizations.  Furthermore,  since  we 
were  really  interested  in  group  level  phenomena,  analyses  should 
be  conducted  with  the  company  as  the  unit  of  analysis,  as  had 
been  done  by  the  Army  Research  Rranch  during  'Jorld  Mar  II  (e.g. 
ARB,  1944).  In  short,  we  will  now  do  a  greater  service  to  the 
Army  by  revealing  and  understanding  how  the  various  facets  of 
cohesion  are  related  and  change  over  the  life  cycle  of  both 
COHORT  and  nonCOHORT  units. 

The  remainder  of  this  report  serves  as- the  first  step  toward 
.aligning  the  analysis  with  this  new  focus.  It  is  a  transitional 
report,  however,  in  that  for  the  sake  of  continuity  we  will  be 
presenting  changes  in  scale  scores  from  the  first  to  the  second 
iteration  with  a  concentration  on  COHORT  status,  much  as  we 
planned  to  do  originally.  However,  we  will  be  sticking  to  a 
company  level  analysis  and  then  looking  in  some  detail  at  those 
companies,  COHORT  and  nonCOHORT,  whose  horizontal  cohesion  scores 
(as  measured  here  by  the  tJnit  Social  Climate  -scale}  changed 
significantly  from  the  first  to  the  second  iteration.  If  we  can 
begin  to  discern  those  factors  that  may  account  for  such  changes, 
either  positive  or  negative,  we  nay  learn  how  to  improve  levels 
of  cohesion  througheu':-  the  Army  system. 

First  and  Second  Iteration  Company  Scale  Scores 

In  Graphs  1A  and  13,  we  present  the  company  grand  means  of 
our  cohesion  scales  for  the  first  and  second  iterations 
respectively  (91  matched  companies).  All  scores  have  been 
converted  to  the  same  0-100  scale  for  easy  comparison.  Me  have 
also  enhanced  their  interpretation  by  drawing  a  horizontal  line 
at  the  50  mark  to  represent  the  theoretical  neutral  point,  above 
which  scores  average  to  more  positive  responses,  and  below  which 
scores  average  to  more  negative  responses.  The  scales  displayed 
are  Company  Command  Confidence  (CCC),  Senior  Command  Confidence 
(SCO),  Small-Onit  Command  Confidence  (GCC),  Concerned  Leadership 
(CL),  Lease  cf  Pride  (SP),  Qnit  Social  Climate  (USL),  and  unit 
Teamwork  (O':.).  (The  reader  should  consult  Appendix  A,  Table  3 
and  previous  OMS  Technical  Ruperts  for  definitions  of  those 
scales  and  their  statistical  properties.) 
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If  W's  overlay  Graph  IB  onto  Graph  1A,  wa  detect  snail 
downward  shifts  on  all  of  the  scales,  most  on  the  order  of  two 
points.  All  in  all,  however,  these  scale  means  show  reoaricable 
stability  over  time,  which  probably  attests  to  the  reliability  of 
the  soales  more  than  anything  else.  The  relative  ordering  of 
soale  values  remains  the  same  from  the  first  to  the  second 
iteration  and,  exoept  for  Onit  Teamwork.,  all  scales  maintain 
their  position  vis-aovis  the  neutral  line.  The  only 
statistically  significant  changes  in  scale  scores  due  to  time 
alone  are  for  Senior  Command  Confidenoe  and  Cnit  Teamwork.  If  we 
rerun  the  data  for  firat«tern  soldiers  separately,  the  same 
patterns  emerge  with  slight  decreases  of  a  point  or  two  on  the 
relevant  scales.  Although  none  of  the  scale  means  stray  too  far 
from  the  neutral  line,  we  conclude  based  on  two  iterations'  worth 
of  data  that  companie.s  express  more  negative  estimations  of  the 
vertical  and  horizontal  bonding  in  their  units  than  other  related 
group  phenomena,  sucn  as  combat  readiness,  sense  of  pride,  or 
confidence  in  leaders.  Furthermore,  this  lack  of  bonding  has 
both  affective  and  instrumental  or  task-related  components,  an 
measured  by  Concerned  Leadership,  Cnit  Social  Cl',. mate,  and  Onit 
Teamwork . 


We  have  information  about  four  structural  or  descriptive 
features  of  the  91  companies  ^^itU  respect  to  which  va  can 


meaningfully  group  them.  These  features  are  COUORT  status;  the 
type  of  battalion  unit  to  which  the  company  belongs,  assignment 
.location,  and  Line  company  status.  The  distribution  of  ecmpanies 
by  these  features  is  given  below: 

COHORT  57  , 

nonCOHORT  a"* 

MSCHANIZED  INFANTHI  27 

LIGHT  INFA.ST.RI  16 

AIR80RME  IJJFANTHI  8  . 

ARMOR  27 

FIELD  ARTILLSRt  13 

COMDS  65 

OCOMOS  (DSAREOR)  26 

LIME  COMPANIES  73 

OTaER  COMPANIES  18 


We  should  note  that  the  COHORT  category  includes  personnel- 
scabi^nzed  unz&s  (.hav.  uww  ^nd  that  ccmpnnicn 
other  than  line  include  15  headquarters  eompaales,  1  combat 
support  company,  and  2  combat  service  support  companies. 
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Taking  on«  oharactarlstic  at  a  tloe,  knowing  that  a  company 
la  COBOHT  or  nonCCHORT  la  the  aoat  Important  of  the  four  In 
accounting  for  variance  on  the  eobaslon  aoalea  acroaa  both 
Iteratlona,  with  overall  COHORT  cotapany  means  being  higher  than 
nonCOHORT  means.  Thu  greater  of  these  COHORT  effects  on 
perceptions  of  Army  group  life,  as  we  would  expect,  have  to  do 
with  oonpany»le vol  parcoptions  of  personnel  relationships,  l.e.. 
Unit  Social  Climate,  Or.lt  Command  Confidence,  Unit  Teamwork,  and 
Concerned  Leadership.  The  absolute  differences  are  small 
(between  two  and  six  points),  and  for  the  second  Iteration  even 
smaller,  due  tc  'slight  decreases  In  overall  COHORT  company  scores 
and  slight  IncreAces  for  nonCOHORT  companies.  Nevertheless, 
COHORT  companies  statistically  still  have  significantly  higher 
means  than  nonCOHORT  companies  in  the  second  Iteration. 

The  type  of  battalion  with  which  a  company  is  identified  Is 
next  in  terms  of  xts  Importance  in  understanding  scale  score 
variation.  In  genera.''.,  we  can  rank  order  the  battalion  types  on 
the  cohesion  scales  as  follows  from  high  to  low: 

1.  Armcr 

Z.  Airborne  Infantry 

3.  Mechanized  Infantry 

3.  Light  Infantry 

5.  Field  Artillery  . 

The  Light  Infantry  and  Mechanized  Infantry  are  given  the 
same  rank  because  they  average  out  about  the  same  over  the  two 
iterations.  However,  one  would  rank  the  Light  Infantry  over 
Mechanized  Infantry  based  on  the  first  Iteration  data,  and 
Mechanized  over  Light  for  the  second  iteration.  Armor  units 
maintain  their  superior .  ranking  despite  slightly  larger  declines 
in  scores  from  iteration  to  iteration  than  for  Airborne  units. 
Again,  however,  there  is  no  more  than  a  five  point  difference  on 
the  scales  at  either  point  in  time  across  battalion  types. 

Assignment  location  is  a  less  important  source  of 
differentiation  than  either  COHCRT  status  or  Unit  Type,  though  it 
does  account  for  significant  variation  on  all  the  oohesion. scales 
across  time  except  Small-Hnit  Command  Confidence  and  Cnit  Social 
Climate.  The  CONHS  company  means  are  generally  higher  than  those 
from  tJSAREtJH,  although  for  the  second  Iteration  data  these  means 
converge  (COMUS  down,  OCONUS  up)  and  often  lose  their  significant 
difference.  Olfferencss  are  never  more  than  a  few  points. 

ulne  company  status  does  not  have  a  statlstloally 
significant  effect  on  company  cohesion  scores,  except  for  Senior 
Command  Confidence  where  HQ  and  support  companies  have  higher 
scale  means.  (See  Appendix  A,  Table  A  for  the  results  of  a 
repeated  measures '  ana.lyses  of  variance  on  each  of  the  developed 
scales  for  the  91  companies  participating  in  both  the  first  and 
second  iteration  questionnaire  admiaistrations . } 
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A  Mora  Detailed  In793tl<tatlon  of  Changes  in  Unit  Social  Cliaa&e 

We  have  withheld  atteapts  at  explaining  oaaj  of  the  results 
presented  thus  far  beoause  we  have  been  spea'xlng  oolleotirely 
about  a  set  of  soales  which,  though  certainly  related  at  some 
level,  have  substantially  different  content  and  analytloal 
properties.  Likewise  we  have  refrained  froo  presenting  page 
after  page  of  ooopany  means  both  beoause  we  did  not  want  to 
muddle  the  foous  on  patterns  and  direotlonality  within  the  data, 
and  because  we  are  not  yet  close  to  being  able  to  directly 
associate  criterion  variables  with  the  magnitude  of  such  numbers 
and  their  differences  over  time.  We  believe  higher  is  better 
given  the  historical  record  for  the  kind  of  Items  that  make  up 
our  scales,  but  we  do  not  yet  know,  how  much  higher  is  bow  much 
better  in  terms  of  such  variables  as  combat  effectiveness  and 
sustainability. 

While  admitting  that  the  meaning  of  the  size  of  our  average 
differences  remains  problematic,  we  will  use  them  In  this  section 
In  order  to  understand  In  depth  what  happened  to  the  scores  on 
one  scale,  Onit  Social  Climate,  over  time.  The  selection  of  this 
scale  for  further  analysis,  as  explained  in  the  Third  Technical 
Report,  is  far  from  arbitrary.  It  Is  our  closest  approxlm.atlon 
at  this  time  for  horizontal  bonding  within  the  unit,  with  more  of 
the  actual  or  type  of  items  that  have  shown  relationships  with 
group  military  performance  from  the  work  of  Wbrld  War  II 
researchers  (e.g. ,  Stouffer,  et  al.,  19^9)  to  those  of  today 
(e.g.  Marlowe,  1979:  Gal,  1963:  Manning  and  Ingraham,  1983).  It 
la  on  Unit  Social  Climate  where  we  would  expect  more  company  mean 
variation  to  be  explained  by  COHORT  status,  and  this  In  fact  is 
the  case.  Furthermore,  In  the  company  ebaraet eristics  model 
presented  above,  the  explained  variance  on  UNITSOC  was  higher 
than  on  any  other  scale  for  both  first  and  second  Iteration  data 
( R-squareds . 52  and  .32  respectively).  In  short,  it  Is  relatively 
more  Important  at  this  Juncture  to  understand  DNITSOC  scores  than 
other  scale  scores. 

As  we  did  at  the  end  of  our  Individual-level  analysis  of 
Unit  Social  Climate  for  the  Third  Technical  Report,  Table  1 
presents  line  company  means  for  a  three-way  company 
classification.  The  means  are  ordered  from  high  to  low  for  the 
first  Iteration,  with  the  second  Iteration  means  and  their  new 
ranking  beside  them.  We  see  the  consistent  fall  in  Unit  Social 
Climate  scores  for  COHORT  companies  from  -the  first  to  second 
Iteration,  with  most  on  the  order  of  two  points.  However,  the 
drop  is  not  uniform,  as  witnessed  by  the  CCHORT-Armor-CONOS 
eompanlas  (-4.5)  and  the  Light  Infantry  companies  (-3.5).  The 
Mecbanlzed-OCONOS  compaalas  are  the  exception  to  the  COHORT  trend 
with  an  Increased  mean  of  a  point  and  a  half.  The  nonCOHORT 
incrsases  aro  less  thari  two  polats,  except  for  the  nechanized  — 
CONOS  companies  (s>2.2),  and  the  Field  Artillery  companies  that 
experience  a  point  and  a  half  decline. 
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TABLE  1 


OHIT  SOCIAL  CLIMATE  COMPANY  MEAN  SCORES 
BY  COHORT  STATUS,  UNIT  TYPE,  AND  ASSIGNMENT  LOCATION 
FOR  FIRST  AND  SECOND  ITERATION  DATA 
(LINE  COMPANIES  ONLY,  Ns72} 


COMPANY  LABEL 

ITBR1  TAHY) 

ITER2 

(RANT) 

C0H0RT-ARM0R-C0N03 

51.4 

(1) 

46.9 

(1) 

COaORT-ARMOR-OCONUS 

47.4 

1  <.  y 

45.4 

(4) 

COaORT-AIRBQRNE-CQNOS 

46 . 1 

(2) 

45.6 

(2) 

COBORT-HECHANIZED-CONUS 

45.0 

(4) 

42.3 

(5) 

COBORT-LICHT-CONOS 

44.4 

(5) 

i>0.9 

(11) 

COHORT-MECHANIZED-OCOHaS 

44.1 

(6) 

45.6 

(3) 

NONCOaORT-AHMORED-CQNDS 

42.3 

(7) 

42.8 

(6) 

COHORt-ARTILLERY-CONUS 

42.2 

(8) 

40.3 

(12) 

NONCOaORT-AIRBORNE-CONUS 

40.8 

(9) 

42.5 

(8) 

NONCOBORT«ABMORED-OCONUS 

40.5 

(10) 

41.3 

(9) 

NONCOHORT-MECHANIZEO-CONUS 

40.3 

(11) 

42.7 

(T) 

NONCaaORT^MECHANIZEO-O CONUS 

39.0 

(12) 

40.9 

(10) 

NONGOSORT-ARTILLERY-CONUS 

37.3 

(13) 

?  fi  -9 

(13) 

N.3.  Includes  aoiy  those 

categories  where  at 

least 

three 

coopanlss  arc  represented  (excludes  COHORT-ARTILLEHYoOCONUS  with 
Nal )  . 
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Hote  that  while  the  range  of  soorea  haa  diminiahed  frois  the 
firat  to  aecond  iteration  (51. U  to  37.8  va.  46.9  to  36.3)»  the 
relative  ranlcing  of  the  company  typea  resaina  roughly 
equivalent.  COHORT-Armor-COMOS  and  non-COHOHT-Artill ery-CONOS 
Qoopaniea  maintain  their  firat  and  thirteenth  rankinga 
respeotively ,  and  there  ia  a  one  or  two  rank  difference  for  moat 
of  the  oompany  typea  in  between.  The  major  exceptiona  are 
COHORT-Artlllery>COHns  (four  ranka  down),  aonCQH0R7-Mechanized> 
CONUS  (four-raoka  up),  and  the  companiea  with  the  greateat  rank 
ahift,  thoae  of  the  Light  Infantry  (aix  ranka  down).  The  top 
five  ranking  company  typea  ahare  COHORT  atatua  at  both 
queationnaire  adminiatrationa . 

Thaae  meana  acroaa  time  are  portrayed  viaually  in  Grapha  2A, 
2B ,  2C,  and  20.  The  neutral  line  for  thia  acale  cuta  acroaa  the 
page  for  all  four  grapha  at  the  45  mark.  Grapha  2A  and  23 
preaent  the  firat  iteration  data,  and  Grapha  2C  and  20  the  aecond 
iteration  data.  Grapha  2A  and  2C  compare  Mechanized  Infantry 
with  Armor  and  Field  Artillery  unita,  and  23  and  20  oompare 
Mechanized  Infantry  with  the  other  infantry  unita,  l.e.,  Light 
and  Airborne.  COHORT-CONUS  (CC),  COHORT-OCOMUS  (CO),  nonCOHORT- 
CONUS  (MC),  and  nonCOHORT-OCON'JS  (NO)  are  then  compared  within 
battalion'  type  where  data  are  available. 

tfe  should  notice  that,  especially  with  the  decline  in  the 
Armor-CORORT  means,  there  is  a  general  leveling  off  toward  the 
neutral  line  for  the  aecond  iteration.  Still  however,  the 
ordering  of  company  typea  remaina  fairly  aiallar  within  battalion 
typea.  For  example,  armor  units  at  both  points  in  time,. 
COHORT-CONUS  companies  .e  followed  by  COHORT-CONUS ,  and  then  by 
nonCOHORT-CONUS ,  and  cor.  .OHORT-OCONUS  in  terms  of  the  magnitude 
of  their  Unit  Social  Climate  means.  Likewise,  horizontal 
cohesion  meana  remain  higher  for  COHORT  than  nonCOHORT  companiea 
in  both  airborne  and  field  artillery  units,  though  by  a  little 
leas  for  the  aecond  iteration.  COHORT  Mechanized  Infantry  units 
as  a  whole  show  higher  cohesion  than  nonCOHORT  Mechanized 
Infantry  unita.  However,  ia  contrast  to  the  first  iteration, 
this  ia  due  to  the  OCO.NUS-CQHORT  companies  rather  than  the  CONUS 
ones. 

We  might  posit  a  kind  of  relative  deprivation  theory  here 
that  says  companies  with  especially  high  expectations  for  the 
quality  of  their  aocial  interaction  baaed  on  their  small  group 
structure  (e.g.  armor  units),  or  "elite  status"  (e.g.  light 
infantry),  or  special  training  and  labeling  (e.g.  COHORT  units) 
are  more  likely  to  be  diaappointed  than  their  counterpart  units 
since  their  higher  expactations  are  more  difficult  to  meet. 
Still,  that  would  not  explain  why  not  all  armor  unita  or  airborne 
units  or  COHORT  unita  decline,  or  why  soma  decline  more  than 
others,  or  why  artillery  unita  with  "lower  expectations"  decline 
atill  further.  We  are  clearly  missing  some  additional  factor  or 
set  of  factors,  a  situation  that  neceasitatea  some  company  by 
company  investigation. 
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If  we  were  looking  for  a  key  to  tbia  puzzle  baaed  on  the 
foregoing  analyaia,  we  would  logisally  look  firat  at  the 
ooopaniea  where  the  greateat  deriationa  front  the  firat-  to  the 
aeoond  iteration  occurred,  naaely  Armor-COHORT-CONOS  and  Light 
Infantry  ooapaniea.  But  aince  we  decided  to  do  a  full  conpany  by 
company  analyaia,  there  waa  no  need  to  Halt  ouraelvea  to  any 
previoua  categorizationa .  Therefore,  we  aiapLy  arrayed  all  91 
coopaniea  at  our  diapoaal  by  their  Iteration  2  ainua  Iteration  1 
Onit  Social  Climate  meana.  The  mean  of  theae  91  mean  differencea 
ia  -1.1.  However,  the  range  ia  -15.5  to  with  a  atandard 

deviation  of  4.0.  The  beat  thing  to  do  aeemed  to  be  to  look 
intenaively  at  the  companiea  whoae  mean  difference  waa 
atypical.  Companiea  which  had  mean  differencea  which  were  more 
than  a  atandard  deviation  away  from  the  mean  of  mean  differencea, 
(i.e.  thoae  companiea  who  were  -5.^  and  leaa,  and  thoae  who  were 
•^2.9  and  greater  were  aeleoted).  Thia  procedure  turned  up  12 
companiea  with  large  declinea  and  13  with  large  increaea  in  Cnit 
Social  Climate. 

Having  identified  theae  coopaniea,  we  were  atill  left  with 
the  queation  of  what  to  look  for.  Qualitative  data  from  theae 
unita  would  be  one  place  to*  atart,  but  while  we  have  aueh  data 
from  aooe  unita,  for  example  the  Light  Infantry  (to  be  diacuaaed 
in  upcoming  reporta),  we  do  not  have  them  for  all,  for  example 
the  Armor  COHORT  unit  that  dropped  over  15  OMITSOC  pointa. 
However,  we  do  have  the  aoldiera’  written  comaenta  on  their 
queationnairea ,  which  were  apecifieally  aolicited  for  the  aecond 
iteration.  By  comparing  the  commenta  of  thoae  companiea  that 
went  aignif  icantly  down  on  (JHITSOC  with  thoae  that  went 
aignif icantly  up,  we  might  be  able  to  laolate  key  variablea 
explaining  thoae  changea. 

We  read  theae  aeta  of  oommenta,  and  at  leaat  in  a  ouraory 
way,  began  to  make  objeotive  aaaeaamenta  of  differing  content  or 
iaaue  areaa.  For  the  Armor  COHORT  company  that  suffered  the 
greateat  decline  in  Unit  Social  Climate,  certain  iaauea  quiokly 
emerged  that  were  to  become  fairly  commonplace  for  the  other 
companiea  that  alao  experienced  large  mean  aooro  deoreaaea.  Some 
examplea: 

Thia  unit  apenda  entirely  too  much  time  down  range, 
conaidering  the  reaaon  we  go  down.  Most  of  the  time  we 
sit  around  for  three  to  four  days,  just  because  there 
is  nothing  to  dot  Morale  gets  extremely  low  because  of 
this. 

The  unit's  NCOs  do  not  respect  the  enlisted  members  as 
soldiers.  They  think  we  are  atill  damn  trainees.  Thoy 
need  to  atop  and  think  about  how  they  want  ua  to 
respect  them.  But  I  can  tell  you  thia,  ua  ZM  are 
dafiniR^ly  getting  tired  Of  it.  Wc  tried  tc  bring  it 
up  to  them  in  a  presentable  manner,  but  it  didn't 
work.  That  ia  the  reason  for  low  company  morals  and 
other  related  problems. 
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Th«  l«aderahlp  in  th«  unit  isn't  all  that  I  expaotad. 

Thay  tall  you  to  Iceap  good  oorala,  but  do  not  provida 
adaquata  axtra-ourrioular  actiritias. 

Va  go  down  ranga  too  goddamn  much*  No  tiaa  for  a 
aooial  lifa. 

...Also  whan  we  are  not  in  the  fiald,  ve  ara  almost 
always  doing  stupid  things  to  imprass  somebody  who  you 
never  saa  and  could  care  lass  about  what  ha  thialcs 
about  youl 

...Tha  numbers  game  should  not  ba  played  to  make  higher 
ranking  personnel  look  good  for  0£Rs  and  promotion,  by 
time  we  ara  spent  SIC  down  range. 

My  unit-  claims  that  the  family  is  important,  but  so  far 
they  have  made  it  so  thera  is  no  home  life  or  time  with 
family.  My  company  is  at  a  very  low  morale  right  now 
(this  includes  enlisted  and  NCO )  due  to  the  way  w^  are 
treated.  Tha  unit  spends  way  too  much  time  down  range* 

•  250  ^days  last  year.  And  whan  we'ra  not  with  our 
unit,  we're  being  attached  to  some  other  unit.  * 

It  seams  like  tha  NCOs  ara  assholas.  They  think  tbay 
are  COBORT  tool  Bow  many  of  them  can  you  talk  to?  01 

Exploitative  leaders,  uncaring  leaders,  and  axcassiva  time  in  tha 
field,  especially  if  it  includes  a  lot  of  down  time,  are 
mentioned  over  and  over  again  by  members  of  oocpanies  with  steep 
ONITSOC  declines: 

In  my  unit  they  never  tell  you  how  good  a  Job  you're 
doing  whan  you  ara  trying  to  do  your  best. 

It's  not  rigt t  to  get  cursed  out  everyday  for  no 
reason . . . 

I  feel  this  init's  field  time  is  too  constant.  No  time 
to  taka  care  of  personal  things... 

7ery  dissatisfied  on  bow  you  are  treated  as  a  person... 

The  leaders  in  this  unit  do  not  care  about  the  men  only 
that  we  put  on  a  show  for  them... 

This  unit  has  a  bunch  of  back-stabbing  SOBs.  Many  lack 
knowledge  of  what  it  means  to  be  a  real  NCO  and 
afflwvr-.  This  uaan  on  Is  mainly  concerned  about  going 
into  the  history  books  as  one  of  the  greatest  at  our 
expanse. 
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I  bare  witaeased  uaprofeasional  offlcera  degrade  NCOa 
in  front  of  troopa.  Also,  I  have  uitneaaed  a  Warrant 
Officer  in  ay  battalion  level  oalntenance  show  ooaplete 
dlarespeot  for  offlcera  la  ay  battery  to  Inolude  WCOa 
and  belc'f..To  almpllfy  It,  offloara  don’t  really 
eoonualoace  with  oe  aa  a  Private. 

We  apend  a  lot  of  time  In  the  field  doing  nothing 
unleaa  an  officer  la  around. 

My  ooapany  haa  a  very  weak,  baokatabblng,  and 
unknowledgeable  and  biaaed  company  commander.  He  baa 
truly  loot  bia  men’a  raapect.  Our  flrat  aergeant  la  a 
liar  and  haa  no  backbone  aa  far  aa  taking  care  of  hla 
people.  I  have  grown  to  hate  thla  COHORT  unit  from 
experience . 

Lack  of  falrneaa  and  a  aenae  that  leadora  are  incompetent 
become  additional  areaa  for  loaa  of  morale: 

I  really  don’t  believe  thla  type  of  Army  la  going  to 
help  our  oountry’a  national  dafenae.  Moat  of  the 
offlcera  and  MCOa  are  Juat  here  to  draw  a  paycheck. 

The  woy  that  I  feel  la:  What  if  we  really  had  to  go  to 
war.  I  cannot  be  acre  If  I  could  truat  my  leadera  to 
know  what  the  fuck  they  were  doing..  Moat  leadera  dca’t 
aeeoa  to  know  their  ahlt. 

The  NCOa  were  not  Introduced  to  ua  until  after  baalc 
training.  They  aeem  to  rate  people  on  favoritlam  and 
controllability  aa  far  aa  from  one  MCO  to  another. 

Lack  of  conaiater.t  atandarda  and  dlaclpllne.. 

Alao,  It  aeema  that  dlaclpllne  dependa  on  bow  the  NCO 
or  CO  faela,  rather  than  what  the  act  waa,  Itaelf. 

I  have  a  black  friend  and  he  went  AWCL  for  aome  caya 
and  be  waa  punlabed  by  extra  dutiea  and  demoted  to  3-1, 
which  he  was  a  PPC.  Then  two  CPLa  (white)  went  and  for 
the  same  dayCa).  They  were  not  punished. 

The  biggest  problem  I  see  la  that  MCOa  and  especially 
officers  get  a  chip  on  their  shoulders...  When  you  run 
into  one  who  does  not  know  what  he  la  doing,  he  or  she 
will  plow  ahead  acting  like  they  know  what  they  are 
doing. 

There  are,  of  course,  unit  apecific  problems  that  get 
mentioned,  e.g.  racial  prejudice,  lack  of  privacy,  drugs,  and 
alcohol.  With  respect  to  the  use  of  drugs  and  alcohol,  however, 
the  aolciera  theoaeivea  see  these  as  merely  aymptoma  of  the 
larger  problem: 
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Tb«  prssauraa  put  on  paople  In  tha  aray  oaua*  thaa  to 
tanaa  up  and  peopla  althar  aaoka  a  faw  Jointa  or  thay 
drink  Lilca  aailora.  Z  don't  Ilka  drinking  ao  I  aallow 
out  ay  way.  Can  you  halp? 

I  think  that  tha  Army  may  ha  hattar  only  if  tha 
aoldlara  atop  doing  druga.  Thay  do  it  haoauaa  thay'ra 
dapraaaad. 

Tha  faot  that  all  of  thaaa  thlnga  contribute  to  a  loaa  of 
horizontal  banding,  hut  ahora  up  tha  validity  of  our  Cnit  Social 
Cllaata  aaaaure,  ia  clear: 

The  baokatabbing  for  approval  and  low  life  taohniquaa 
of  attaopting  to  aake  rank  are  many  tioea 
diaheartening.  I  find  thia  unit  not  working  together, 
but  working  agaLnat  itaelf  a  atajority  of  the  tiaa. 

It'a  bad  to  aae  thia  ^brown-noaing  because  those  aaae 
SM'a  are  going  to  war  with  ae  and  when  I  need  thea, 
thay  are  not  going  to  be  there  in  tha  rough  tiaea. 

Never  in  ay  life  have  I  ever  felt  aora  aentally  weak 
and  unstable.  Zf  w«  went  to  war  right  now  half  of  ua 
would  kill  tha  other  half. 

One  of  tha  probleaa  with  asking  for  open  coaaants  on  an  Aray 
survey  is  that  their  valence  tends  to  be  exclusively  negative. 
For  tha  coapaniea  than  that  aignificantly  iaprovad  on  their  Qnit 
Social  Cliaata,  there  was  certainly  no  dearth  'of  oritioisms  and 
oooplaints  about  tha  Aray.  Sowaver,  while  we  did  not  teat  this 
in  a  rigorous  or  quantitative  way,  tha  tone  and  content  of 
coOBents  froax  units  that  ioprovad  in  their  social  cllaata  was 
qualitatively  different.  Coaplainta  centered  more  on  tangible 
thlnga  like  poor  Aray  pay,  banefita,  food,  equipaent, 
transportation,  standard  of  living,  and  physical  oonditiona  in 
the  barracks.  Lack  of  schooling  opportunities  and  racruitara  who 
lied  to  thao  are  also  aoong  tha  problaas  aantionad  neat 
frequently  by  soldiers  in  these  coapaniea.  One  definitely  does 
not  raad  in  such  ooapanlea  about  tha  kind  of  alienation, 
backstabbing,  drug  use,  thorough  disgust  with  leader  .praoticea , 
and  loss  of  heart  that  one  does  with  tha  ooapaniea  on  tha  other 
end  of  the  tIHITSOC  change  spaotrua.  In  faot,  there  aaau  to  be 
fewer  oouaenta  about  anything  at  all,  and  even  an  oocaaional 
atatesent  coapliaentary  to  the  Army. 

The  Aray  Research  Branoh  in  World  War  II  CARB,  1943) 
recognized  that  the  "intaagibles , ”  e.g.  fairness,  being  told  why 
a  task  is  necessary,  and  officer  interest  in  the  personal  welfare 
or  his  aan,  were  acre  iaportant  in  establishing  unit  aorale  than 
tha  "tangibles,"  e.g.  food,  shelter,  pay,  and  oedioal  oars.  So 
thia  is  nothing  new.  What  we  are  atteopting  to  learn  now, 
however,  is  how,  given  certain  structures  like  COHORT  that  are 


d«9igned  to  «ahaao«  horizontal  ooheaioni  units  may  still  ohanga 
with  respeot  to  thair  dagroa  of  cohasion  due  to  otbar  factors. 

This  analjsis  is  Just  at  tha  baginning  phase,  but  looks 
promising.  By  using  tha  soldier's  ooomants  and  other  qualitatira 
data  from  tha  field,  wa  oan  begin  to  zero  in  on  tha  factors  that 
inhibit  or  promote  oohesion  over  time  and  construct  hypothasas. 
For  example,  based  on  tha  foregoing  comments,  wa  would  say  that 
loss  of  ONITSOC  la  baaed  at  least  partially  on  declining 
evaluations  of  tha  command  climate  as  well  as  a  sense  of  lost 
time  for  a  social  life.  Let  us  approximate  tha  former  by  company 
mean  changes  on  Concerned  Leadership  and  the  latter  by  the 
changes  in  response  to  the  item  "Z  have  enough  time  to  spend  with 
family  members  and  friends."  The  correlation  between  Onit  Social 
Climate  change  and  Concerned  Leadership  change  is  .87,  while  the 
correlation  between  Qnit  Social  Climate  change  and  Time  for 
Social  Life  change  is  .52,  using  company  mean  changes  as  the  unit 
of  analysis.  These  high  correlations  lend  credence  to  the 
hypothesis  that  horizontal  cohesion  is  associated  with  leadership 
practices  and  perceptions. 

Pending  further  analysis  then,  we  will  conclude  this  section 
with  the  message  that  unless  soldiers  perceive  genuine  interest 
and  concern  from  their  leaders,  and  this  concern  and  interest  is 
sustained  over  time,  horizontal  bonding  will  diminish.  COHORT 
Qompanies-  due  to  their  higher  level  of  horizontal  bending  tc 
begin  with,  appear  to  be  especially  vulnerable  in  this  regard. 
In-  addition,  the  horizontal  bonding  of  soldiers  is  leas  likely  to 
deteriorate  if  the  soldiers  feel  they  have  enough  personal  time 
to  escape  from  one  another  now  and  again.  In  particular,  if  the 
keeping  of  soldiers  ^in  the  field  for  long  periods  of  down  time  is 
mission  essential,  that  Justlf Loation  has  not  yet  been 
internalized  by  the  soldiers  themselves.  And  this,  of  course, 
can  be  related  back  to  leadership  quality  itself. 


Plans  for  Future  Analyses 

We  have  Just  suggested  that  more  work  needs  to  be  done 
investigating  changes  in  horizontal  bonding  over  the  two 
iterations,  either  by  way  of  Onit  Social  Climate  or  some  refined 
version  of  it.  In  general,  the  scales  developed  in  the  first 

iteration  analysis,  though  still  reliable  in  the  second,  oould 

use  some  fine-tuning  and  streamlining.  Certainly,  we  need  to  be 
more  parsimonious  in  the  number  of  scales  we  deem  tc  be  Important 
to  understanding  Army  group  cohesion.  For  example,  though  Senior 
Command  Confidenee  is  a  very  reliable  scale,  it  does  not  really 
mean  very  much  since  soldiers  often  write  in  the  margins,  whether 
they  respond  to  the  items  or  not,  that  .they  don't  know  who  their 

Corps  Commander  or  the  Army  Chiefs,  of  Staff,  etc.  are  and  what 

effect  these  officers  have  on  them. 

At  a  minimum,  as  we  have  begun  to  do  here,  we  need  to  modal 
facets  of  cohesion  with  respect  to  one  another,  instead  of 
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tr  ting  them  as  siaultaneous  outoomas  oT  soao  ati'uotural 
variable,  be  it  COHORT,  type  of  oooibat  arms  unit,  or  aooatbing 
else.  COHORT  itsalf  should  ba  viewed  as  having  an  affect 
primarily  on  horizontal  bonding,  with  vertical  cohesion,  quality 
of  training,  ato«  acting  as  independent  influences  on  such 
bonding.  Horizontal  bonding  itself  then  may  ba  theorized  to  have 
an  Independent  effect  on  other  group-ralatad  parceptions,  e.g. 
company  com.bat  oonfidanoe,  or  individual-ralatad  paroaptions, 
such  as  Sanaa  of  pride.  These  kinds  of  models  would  definitely 
take  us  in  the  right  direction  to  understanding  how  the  separate 
dimensions  of  what  we  have  broadly  refarencad  as  cohesion  are 
interrelated. 

Given  the  importance  of  a  stable  core  of  personnel  in 
company  group  life,  actual  turnover  rate  from  iteration  to 
iteration  should  be  considered  as  an  additional  variable  for 
statistical  control  in  analyzing  company  means.  For  the  sake  of 
comparison,  we  will  redo  some  analyses  only  with  individuals  we 
can  natch  by  SHAH  for  both  iterations.  In  addition,  more 
individual  level  analysis  will  ba  carried  out  since  it  is  only  at 
this  level  that  we  can  understand  fully  the  effects  of  length  of 
time  in  the  company  in  the  company  or  perceived  turnover  of 
personnel.  The  individual  level  also  remains  important  for 
plaansd  variance  coapotiv.uwa  analyses,  e.g.  we  know  that  company 
identification  accounts  for  between  5  and  8  percent  and  battalion 
identification  for  between  2  and  4  percent  of  the  total 

individual  variance  on  Halt  Social  Climate  from  iteration  to 

iteration.  With  the  receipt  of  squad  and  platoon  identity 
informatian  for  the  third  iteration,  we  will  be  able  to  ascertain 
still  further  the  relative  taportanoe  of  group  level  for 

explaining  variations  in  cohesion  perception.  We  can  then  break 
out  more  meaningfully  the  relative  importance  of  perceptions 
regarding  the  different  levels  of  leadership. 

We  will  begin  a  sore  detailed  analysis  of  the  soldiers' 

written  comments  and  develop  workable  categories  for  issues 
raised.  Theory  development  and  testing  will  commence  in  earnest 
for  the  interaction  between  social  supports,  duty  stress, 
perceptions  of  Ar-sy  group  life,  and  psychological  well-being.  We 
are  preparing  for  the  analysis  of  the  third  iteration 
questionnaire  that  includes  new  items  on  battalion  rotation,  PCS, 
and  buddy  network  estimation  which  will  open  up  new  points  of 
interfacing  with  the  qualitative  data  collection.  Finally,  we 
hope  to  begin  establishing  historical  norms  for  some  of  our 
survey  items  by  going  back  to  World  War  II  data  with  the  help  of 
Dr.  Williaoi  Reeder,  formerly  of  the  Army  Research  Branch  and  now 
professor  emeritus  from  Cornell  Dniversity.  We  indeed  have  a 
formidable  research  agenda  before  us. 
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TABLE  1 


RESPOHSE  HATES  FOR  CHITS  PARTICIPATING  IN  FIRST  AND/OR 
SEOOMD  ITEHATION  QOSSTIOHHAIRE  ADMLNISTRATIONS 
(BASED  ON  HUMBER  SCRVEIED/HDMBER  ASSIGNED  TO  COMP ANT) 


FIRST  ITERATION 


SECOND  ITERAriON 


ADMINISTRATION  OATES  85MAl>a5N07 


85N07-a6MAT 


OVERALL  RESPOHSE  RATE  76.61,  71.2$ 

(9016/117'<2)  (8594/12065) 


COHORT  RATE 

78.1$ 

73.3$ 

C6121/7837) 

(6259/8535) 

NONCOBORT  RATS 

73.6$ 

66.2$ 

(2895/3935) 

(2335/3530) 

CONOS  RATE 

77.3$  • 

68.9$ 

(6442/8330) 

(5004/7253) 

CSARECR  RATE 

74.8$ 

74.7$ 

(2574/3442) 

(3590/4807)  . 

S.B.  For  th«  first  lt«r«tioa,  InforBatioo  eoaoarnins  auabor 
assignod  vfss  aot  ' arailabl*  for  12  oeapanies  aad,  In  tb«  ease  of 
th«  second  iteration,  for  8  coopanies* 


TABLE  2 


DEMOGRAPHIC  COMPARISONS  OP  RESPONDENTS  WHO  BELONG  TO  COMPANIES  INCLDDED 
IN  BOTH  THE  FIRST  AND  SECOND  ITERATION  ADMINISTRATIONS 
(NOMBER  OF  MATCHING  C0MPAN1ES«91 ) 


FIRST  ITERATION  SECOND  ITERATION 


RACIAL  BACEGROOND 

(8607) 

(7541) 

White 

63. 3t 

62.81 

Black 

25.2 

24.7 

Mexican  American 

tt.O 

3.9 

Puerto  Rican 

3.3 

3.4 

Other 

5.2 

5.2 

MARITAL  STATUS 

(8581) 

(7501) 

Not/Never  Married 

52.6% 

48.21 

Presently  Married 

42.4 

48.4 

Separated  ^ 

2.1 

0.6 

Divorced 

2.9 

2.8 

RESIDENCE  LOCATION 

(8356) 

(7466) 

In  the  Barracks 

58.21 

53.91 

On'-Post  Housing 

12.1 

15.8 

Off-Post  Housing 

29.7 

30.3 

EDUCATIONAL  LEVEL 

(8631) 

(7547) 

Op  to  tl  Tears 

.  T.21 

6.21 

12  Trs./H.S.  Dlploaa 

63.6 

68.0 

Over  12  lears/ColIege 

29.1 

25.8 

RANK 

(8669) 

(7505) 

Junior  Enlisted 

67.41 

65.21 

NCOS 

27.9 

29.4 

Officers ' 

4.7 

C  tl 

ACE 

(8435) 

(7374) 

Mean  (Tears) 

23.6 

24.0 

MOirrHS  IN  OOKPANT 

(8527.' 

(6739) 

Mean 

11.4 

14.6 

(TOTAL  SAMPLE  N) 

(8719) 

(7593) 

N.B.  Tb«  nuabar  of  vA.lict  easaa  Tor  aaob  rartabl*  Is  given  in 
parentheses  In  the  variable  label  line  ■  Peroentages  in  this  or 
auba«qu«nfe  tables  «•«  set  sua  to  Gaw  to  rouauing  error.  For 

tbe  second  Iteration  questlonaalre ,  tbe  aarital  status  oategory 
"not  aarried”  vas  changed  to  "never  aarrled."  Also,  the 
educational  level  categories  were  changed  froa  ones  designating 


ranges  of  years  co  ones  incorporating  both  years  and 
diplona/degree  Levels  .Ran'ic  was  phrased  in  terns  ot  open-ended  pay 
grades  in  the  first  iteration  as  opposed  to  olose-ended  ones  in 
the  second.  The  "months  in  company"  variable  only  included  pay 
grades  E1-E3  and  01-03  for  the  first  iteration,  but  in  addition 
Included  no  members  of  the  battalion  staff  for  the  second 
iteration . 


TABLE  3 


DEFINITIOSS  OF  SCALES  PfiEVIOOSLY  DEVELOPED 
FOR  TH£  QMS  FIELD  EVALUATION 

Thar«  are  twal7«  aoalaa  that  wara  davalopad  la  prarloua 
analpaas  of  first  Itaratlon  data  that  va  can  raplioata  for  tha 
saoood  itaratlon.  Wa  ht'iaflF  lay  out  tha  aaanlng  of  thaaa  aoalas 
balotfi  although  tha  raadar  should  go  baolc  to  tha  first  and  third 
OMS  Tachnioal  Raports  for  Inforfflation  on  thair  ooastructioa , 
itao«total  corralatiOQS ,  aad  ochar  statistical ‘ propartias . 

1.  Coapany  Coahat  Confldanoa  (COKPCOK):  Measuras 
paroaptlons  of  ooapaay  ooobat  raadinass,  laral  of 
training,  and  quality  of  waapons  for  ooopany^laval 
parsgnncl. 

2.  Senior  Command  Confidence  (SENICON):  Measures 
confldanoa  in  the  tactical  deoisions  of  tha  battalion 
commander  on  up  to  the  Army  General  Staff  for  all 
p  ersonne 1 . 

3.  Small-Unit  Command  Confidence  (ONITCON);  Measures 
oombat  confidence  in  tha  company  cesmandsr  ca  down  the 
laadarship  chain  to  tha  indlTldual  for  Bl-S4s. 

4.  Conoarnad  .Leadership  (CONLSAD):  Measures 
perceptions  that  officers  and  NCOs  are  interested  in 
the  soldier's  welfare  and  fealings.  E1-E4s  only. 

5.  Sense  of  Pride  (SENPHIO):  Measures  tha  individual's 
pride  in  the  Army,  including  his  company,  as  wall  as 
sense  of  belonging  for  all  personnal. 

6.  Gait  Social  Climate  (GNITSOC):  Measures  perceptions 
of  trust;  closeness,  frieadshlp,  and  relianoe  among 
soidiars  mainly  at  tba  company  level  for  ST-E4s. 

7.  Gait  Teamwork  (TSANSOC):  Measures  perceptions  of 
oooperation  and  loyalty  between  soldiers  in  the  oompaoy 
and  their  NCOs  and  offioers  for  all  personnel. 

3.  General  Veil-Being  (GVB).:  Measures  the  individual's 
perceived  laok  of  distress,  depression,  anxiety,  and 
presenca  of  health,  energy,  and  sureneaa  of  self  for 
all  personnel. 

9.  Army  Satisfaction  (ABMISAT):  Measures  satisfaction 
with  Army  pay,  baoafita,  aaourity,  way  of  life,  unit 
pclici€3,  duty  hours,  and  location  for  married 
soldiers. 
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10.  Life  Satlsfeotlon  (LIFCSAT):  Heeaurea  aa&iafaotloa 
with  aarrlaga,  health,  neighborhood,  friendahipa, 
standard  of  living,  and  eduoation  for  oarried  aoldisra. 

11.  Spouse  Support  (SQCSOP):  Measures  perceptions  that 
soldier's  wife  can  count  on  neighbors,  friends,  Ara^ 
leaders  or,  agenoies  for  help.  For  oarried  soldiers 
living  vith^ their  wives. 

12. ^  Psyohological  Sense  of  Cooaunity  (COMSSH): 
Measures  involveaent  in  coaaunity,  trust  in  oooaunity 
leaders,,  and  perception  that  coaaunity  would  band 
together  in  an  eaerganoy.  For  aarried  soldiers  living 
with  their  wives. 


TABLE  4 


REPEATED  MEASURES  ANALTSIS  OF  VARIANCE  FOR  TWEL’/E  SURVEY  SCALES 
(EACH  WITH  91  MATCHED  PAIRS  OF  COMPANY  f<EANS) 

WITH  BETWEEN  COMPANY  EFFECTS  FOR  COHORT  STATUS,  UNIT  TYPE, 
ASSIGNMENT  LOCATION,  AND  LINE  COMPANY  STATUS 


SCALSsCOhiPCON  GRAND  MEAN  ITSHIiSA.S  ITS?2«54.1  NEUTaSI  RNGSalT-SS 


BETWEEN  COMP  AVI  EFFECTS:  F  VALUE 

COHORT/ncnCOHORT  1T.2«*» 

Unit  Typa  5.7*** 

ODNUS/OCONUS  4.6» 

Lia«/Qthar  0.9 


VfITHIN  COMPANY  EFFECTS: 

TAn  0.4 

na«»COHORT/nonCOHORT  .  «.6» 

Tla8*flclfc  Type  0.6 

Tia«»CONUS/OCOKUS  7.5»* 

TiiM*Lin*^Otber  C.8 


SCALEaSENICON  GRAND  MEAN  ITERIaU.S  rTER2a17.3  HEUTal5  RNC£a5*25 


BETWEEN  COMPACT  EFFECTS;  /  VALUE 

CoaOBT/aonCOaORT  6.7*’ 

Uaie  Type  2.3* 

OOKUS/OOONUS  r.6** 

LlM/Qtb«r  7.6** 


WITHIN  COMPANY  EFFECTS : 


Tiae  5.5* 

TlB-»CQHORT/aonCOHORT  2.6 

Tla«*Unit  Typ*  3*9** 

Tla««C0MUS/0C0NU3  J.S 

TlM*Lia«/OttMr  0.3 


•P<.05 

•••EK.OOl 


(TABLE  4  Continued) 


SCALEatmiTCON 

GBAND  MEAN  rTER1a36.9 

ITER2=35.7 

NEOTa33  RNGEall-SS 

BEHiEEH  COMPAirr  BE7BCT3; 

P  7AL0E 

OOHORT/iwnCOHORT 

0nl6  Type 

COMUS/OCONUS 

Line/Other 

37.9*»* 

3.4* 

1.8 

3.7 

WITHIN  COMPAJIY 

EFFECTS: 

Tiaw 

Time •COHO  ST/ nonCOHORT 
Tlffle*Oaitt  Type 
Tlae»OONTIS/OCOMUS 

Time •Lin a/O then 

1.6 

7.6»« 

3.2* 

4.0* 

0.0 

SCALSaCO^(L£AD 

CHAND  MEAN  rrER1a24.7 

rTEH2s23.9 

NEtJT»27  R»CEs9-45 

BETWEEN  COMP ANT  EFFECTS; 

P  VALDE 

COHORT/ oonCOHORT 

Oolt  Type 

OONOS/OCONUS 

Line/Ottier 

24.4*<» 

6.n»»« 

4.7* 

0-3 

WTTnIN  CuMt'ANZ 

EFFECTS; 

TiOM 

Tlae •COHORT/ oobCOHORT 

Tiv^CQNUS/OCCNQS 

TlJiie*Llse/QChe 

0.0 

9.4** 

9.4** 

0.0 

•P<.05 


(TABLE  4  Continuad) 


SCALEaSSNPRID  GRAND  MEAN  lTERta26.4  ITER2a25.9  NEUT324  RNCE3a-40 


BETWEEN  COMPANY  EFFECTS:  P  7AL0E 

COBORT/nonCOHORT 

Unit  Typ«  9.0«»» 

00MD3/0C0NDS  6.0» 

Lina/OtHer  0.3 


WITHIN  COMPANY  EFFECTS: 


Tlaa  0.1 

Tlfla'COHOHT/notjCOHORT  5.1* 

Ttna*Dnie  Type  1.9 

Tla«»CONOS/OCONUS  3.4 

Tloe»Lifi«/Oth«r  0.5 


SCALEsDNITSOC  CRAffD  MEAN  rrERl343.6  ITSR2342.5  NEDTa45  RNGEal5-75 


BETWEEN  COMPANY  EFFECTS:  P  VALUE 

COHORT/nonCOHORT  54.4»»» 

Unit  Typ«  T.8”» 

OONUS/OCONUS  2.0 

Lino/OCber  0.9 

WITHIN  COMPANY.  EFFECTS: 

Tlss  0.5 

Tla*»COHORT/aonCOHORT  6.9* 

Xlas^Uoit  Type  2.1 

Tlae^COMUS/OCONUS  2.3 

TlaR*Liae/Otber  0.1 


*P<.05 

••P<.01 

M«P<.,001 
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(TABLE  4  Contlnuad) 


SCALES TEAMSOC 


GRAND  MEAN  ITER  Is  15. 2  ITER23  14.4  NEUT*15  RNCEa5-25 


BETWEEN  COMPANY  EFFECTS:  F  VALOE 

COHORT/nonCOHORT  30.1»»» 

Ottlt  Typa  7.6*** 

CONDS/QCONDS 

Llna^Other  U1 

WITHIN  COMPANY  EFFECTS: 

Tlaa  5.2» 

Tima'CCHORT/nonCOHORT  9.8»» 

Ttffl«*Oait  Typa  4.0** 

Tla«*CONUS/OCQNaS  4.4* 

Tima *Llne/0 than  0.4 


SCALSsGWB  GRAND  MEAN  ITER IsS 1.3 

T':YR2a64.2  NEUTsNA  RNCSaO-110 

BETWEEN  COMPANY  EFFECTS: 

P  7AL0E 

OOeORT/aonCOHORT 

8.8** 

(Jolt  T/pa 

19.2»*» 

OOMDS/OCONUS 

16.8»»* 

Lina/Qthar 

5.T» 

WITiON  COMPANY  EFFECTS: 

Tia»7 

12. 4»** 

Tljna»COHORT/ nonCOHORT 

2.0 

Tlae*Calt  Typa 

1.7 

Tlffla*COMUS/OCONOS 

0.0 

Tim  *Lin  a/0  t.'iar 

0.5 

*P<.05 

••P<.0T 

•••P<.001 
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(TABLE  4  Coatlauad) 


SCALEsASMTSAT  GRAND  MEAN  ITER 1^41. 3 

BETWEEN  COMP ANT  EFFECTS: 

COHORT/nonCOHORT 
Bolt  Typa 
CONUS/OCONUS 
Llie/Qther 

WITHIN  OOMPANT  EFFECTS: 


ITERBaUl.a  NSDTaUZ  RNGE314>70 
F  7AL0E 

37.4*«« 

3.6 


•  Tlae  5.5* 

TiE»*COSORT/r.onCOHORT  3.6 

Tifflo*Oalt  i/pa  1.3* 

TiiM*GONUS/OOQNaS  4.0* 

Tiaa*Llna/Qttiar  0.1 


SCALEaLIFESAT 


BETWEEN  COMPANY  EFFECTS: 

COHORT/nonCOHORT 
Ooit  T7p« 
OOHDS/OCONUS 
Llna/Otbar 


ITER2a43.a  NEUTa36  RNGE»12-60 


F  VALOE 
0.2 

12.2*** 

18.7*** 

1.0 


GRAND  KEAN  ITSR1a43.9 


WITHIN  COMPANY  EFFECTS: 


Tisw  1.1 

TiJM*COHORT/MaCOHCRT  0.9 

Ttac*Uait  Typa  1.2 

Tiaa*CONnS/OCONOS  3*5 

Tlaa*Lioa/Other  .  0.0 


•P<.05 
••pc.  01 

•••PC.OOl 
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(TABLE  4  Continued) 


SCALEaSOCStJP  GRAJTO  MEAN  ITEHIalS.S 

ITSR2317.1 

NEUTsIS 

RNGE35-25- 

BETWEEN  COMPANY  EFFECTS: 

F  VALUE 

COHORT/nonCOHORT 

3.7 

Unit  Type 

0.9 

CONUS/OCONUS 

0.2 

Lina/Other 

0.2 

WITHIN  COMPANY  EFFECTS: 

Time 

5.3* 

Tlme»CQHORT/aonCOHORT 

2.7 

Tlme»Unit  Type 

3.8.** 

Tiiae»CONUS/acONOS  , 

0.4 

Tiae*Llne/Other 

4.6» 

SCAL2aC0HS;^N  ’  GRAND  MEAN  ITER  13:4.4 

ITEH2314.6 

NEUTalS 

fiNCEa5-25 

ivFFECrS: 

P  VALUE 

OJHORT/nonCOHORT 

0,7 

Unit  Type 

3.7»* 

CONUS/OCONUS 

Oi.1 

Line/Otber 

0.0 

WITHIN  COMPANY  EFFECTS: 

Time 

4.9* 

Tlmo»COHORT/nonCOHORT 

5.0* 

Tlino*Ualt  Type 

1.4 

Tlme»CONUS/OCONUS 

«.4» 

Time*Line/0 ther 

3.0 

•P<..05 

•*P<.01 


R.B.  Degrees  of  freedom  are  (ifSB)  for  all  effects  except  for 
Unit  Tppe  and  .  the  interaction  of  Unit  Type  and  Tima  where 
dfa(4,83).  Unit  Type  levels  Include.  Mcchanlzsd  lafiotry,  Lignc 
Infantry,  Airborne  Infantry,  Armor,  and  Field  Artillery. 


I 


